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ABSTRACT
Although most organizations have a statement of
purpose, often referred to as a mission statement, little
empirical research exists to demonstrate how these
statements are used in the decision-making process.

Also,

although some have proposed lists of key elements to be
included in a mission statement for optimal usefulness, very
little research exists that tests specific elements for
their usefulness.

The purpose of this research was to

examine how administrators use mission statements in
decision making and the effect of content of the statement
on usefulness.
The research population consisted of presidents and
vice-presidents of eight upper-midwestern doctoral-granting
public universities, and two members of each respective
state higher education governing board.

All subjects were

surveyed using an instrument developed specifically for this
research and 17 were interviewed to obtain data regarding
the usefulness of their mission statements and how
frequently they consulted their statements.

Mission

statements of the eight institutions were analyzed by a
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group of faculty experts to identify key elements against a
taxonomy of elements proposed by Pearce and David (1987) .
The findings indicated that most administrators
consulted mission statements less than half the time when
making decisions.

Mission statements were found to be most

useful when making academic and public-relations decisions,
and least useful when making student affairs decisions.
Statements containing more of Pearce's and David's key
elements were actually consulted slightly less often, and
were considered to be slightly less useful than statements
containing fewer of the elements, although these findings
were not statistically significant.

Both board members and

administrators stated that mission statements were often too
vague to be of help in decision making.

Administrators also

expressed a desire for statements with a visionary aspect to
them, a feature lacking in most statements.

ix

CHAPTER I
INTRODUCTION
Decision making, whether it be far-reaching or of the
everyday variety, is fundamental to administration in any
organization (Simon, 1948), including colleges and
universities.

Many administrative decisions are made in

planning and goal-setting processes, charting the way for
organizational growth and development.

On a more sobering

note, decision making is also called for in times of
retrenchment, reorganization and downsizing.

The latter

situations may call for the most difficult and far-reaching
decisions an administrator may make (Mortimer & Tierney,
1979) .
Because of the effects of administrative decisions on a
wide variety of constituent groups, it behooves an
administrator to use any and all tools available to aid in
making the best decisions possible (Simon, 1948).
Tradition, past practice, research, opinions of colleagues,
financial realities and personal characteristics may all
influence decisions, as well as organizational and personal
values (Dressel, .
'
,q8l).

in addition, the organizational

policies, plans or other written documents may provide
1
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assistance in the decision-making process, especially the
organizational mission statement.
Models and Theories of Decision Making
Decision making itself is the source of an abundance of
models and theories.

Gorton and Snowdon (1993) suggested

four broad categories of decision-making models.

These

included the rational decision-making model, often
associated with Weber (1947), in which "choices are made by
administrators to maximize certain desirable values and
objectives via rational analysis within a highly structured,
bureaucratic system"

(Gorton & Snowdon, 1993, p. 3).

Such

decisions were made by following a logical sequence of
choices toward an effective solution.
A second model of decision-making included those
theories grouped under participatory, or shared decision
making, in which a group shares goals and arrives at a
consensus in decisions to achieve those goals.
Characteristics of organizations that use shared decision
making included open communication and equal status among
participants (Gorton & Snowdon, 1993).

Subsequent students

of participatory decision making recognized that people do
not always choose logically, or the situation may not permit
logical choices.

Simon (1948) proposed that decisions are

often made on the basis of what is good enough, rather than
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spending the time and resources necessary to find all of the
possible alternatives.
If an administrator, each time he is faced with a
decision, must perforce evaluate that decision in terms
of the whole range of human values, rationality in
decision making is impossible.

If he need consider the

decision only in light of limited organizational aims,
his task is more nearly within the range of human
powers (Simon, p. 13).
A third model cited by Gorton and Snowden (1993) was
the strategic decision-making approach, in which decisions
are considered in light of the external environment.
Strategic decisions were made "in the context of multiple
competing interests, problem situations, and influences of
power and control"

(Gorton & Snowden, 1993, p. 5).

Both

opportunities and challenges need to be identified in order
to make the best decisions.
Gorton and Snowden (1993) termed their fourth model
"differentiated decision making"

(p. 5).

This model was

distinguished by the acknowledgment of the differing types
of situations in which decision making may occur, and the
effect of those situations on the act of decision making.
"There are many different situational variables that
influence the decision choices an administrator makes"

(p.

4
6).

Differentiated decision making models, according to

Gorton and Snowden, recognize the impact of a variety of
different factors, both internal and external to the
organization.

Examples include "ethical considerations,

values, organizational culture, and climate"

(p. 6).

Bolman and Deal (1991) proposed four different
frameworks for viewing organizations:

the structural frame,

the human resources frame, the political frame and the
symbolic frame.

Decisions are to be made according to the

appropriate frame for the situation in order to maximize a
decision's effectiveness.

As an example of the

differentiated model, Bolman's and Deal's frames involve an
examination of the situation and the consideration of many
elements that may contribute to a decision.
Many organizations, including colleges and
universities, have documents, policies and other written
materials to guide administrators in decision making.

A

particular example of this is the organizational statement
of purpose, or mission statement (Newsom & Hayes, 1990;
Farnham, 1993).

These statements can range from an

institutional charter to a credo or philosophy to a vision
statement.

Regardless of nomenclature, such statements tend

to contain some or all of the following elements:
organization does

what the

to whom its actions are directed,

I.'>*AweVWfii. .’■>

'

I
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specific values or beliefs concerning its purpose,
technologies employed in attaining that purpose, or future
goals (Collins & Porras, 1991; Tulenko, 1994; Rarick &
Vitton, 1995).

Some believe that the last component may be

separated out of a mission statement into a specific
"vision" statement; however, some disagreement exists over
whether mission and vision are separate and distinct
entities, or if vision is a component of mission.

Nanus

(1992) stated specifically that vision is not mission;
mission is the current purpose of an organization, and
vision is its future purpose.

Matejka, Kurke and Gregory

(1993) pointed out, however, that a "great mission statement
cannot occur without vision"

(p. 34), implying that vision

is a necessary part of a mission statement.
Mission statements are regarded as a foundation for the
development of organizational goals c.nd objectives (Fenske,
1980).

As such, mission statements comprise a key component

in the process known as strategic planning (Matejka et a l .,
1993) :
The mission melds the inspiration of the vision (what
we want to become) with the realities of who we are and
what we do for whom.

The mission paints the present

and the destination.

From the mission, the

organization generates appropriate targets
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(goals/objectives)....The objectives and goals act like
"magnets", pulling the organization toward the desired
destination...The overall strategy is a declaration of
how we will reach our destination...

(p. 34).

Keller (1983), in describing the process for academic
strategic planning, stated that the beginning point is
"knowing the place for the first time, understanding what
business you are in, or want to be in" (p. 75).

Peters and

Waterman (1982) also stressed the importance of an
organization's leaders knowing what the organization is
about and staying with it.

A clear sense of mission was

imperative for survival, according to Drucker (1992),
particularly for non-profit organizations, which would
include most colleges and universities.
Because the mission statement provides the foundation
of the organization's strategic planning process, the
statement must be carefully crafted with the realization
that it may provide a key tool in organizational decision
making (Pearce, 1982).

Crafting such a statement, with the

intent of using it seriously, is not a task to be taken
lightly.

Many skeptics, including Newsom and Hayes (1990)

and Newman (1992), have pointed out that most statements are
bland, vague, and overstate the obvious, thus proving
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useless in any kind of organizational decision making or
planning.
The popularity of mission statements began to grow
rapidly in the 1980s.

Ledford, Wendenhof and Straley (1995)

attributed this rise in popularity to the publication of "In
Search of Excellence"
Z" (Ouchi, 1982).

(Peters & Waterman, 1982) and "Theory

Mission statements also enjoyed a

popularity explosion in higher education at about the same
time (Chait, 1979).

Remaining popular today, mission

statements exist for six out of every 10 American business
firms (Ledford, et a l ., 1995), and an even higher percentage
of higher education institutions (Newsom & Hayes, 1990).
Newsom and Hayes reported that 112 of 114 colleges
responding to their survey indicated that they had a mission
statement.
Another driving force behind mission statements'
explosion in higher education has been the accrediting
agencies.

By the 1990s, regional accrediting bodies, such

as the North Central Association of Colleges and Schools
(NCA), required an institutional assessment plan which was
explicitly related to the institutional mission statement.
The mission statement itself was the first evaluative
criterion listed in the NCA's guidelines for the self-study
process (North Central Association, 1988).

8
Blueprints for the crafting of effective mission
statements abound; however, these blueprints usually consist
of the authors1 recommendations for contents and do not
contain any actual research to support their findings
(Rarick & Vitton, 1995; Tulenko, 1994).

In addressing the

issue of mission statement content, Pearce (1982) identified
eight key components or elements of corporate mission
statements, to include:
1) specification of target customers and markets
2) identification of principal products/services
3) specification of geographic domain
4) identification of core technologies
5) expression of commitment to survival, growth, and
profitability
6) specification of key elements in the company
philosophy
7) identification of the company self-concept
8) identification of the firm's desired public image
(p. 109).
Upon identifying these elements, Pearce and David
(1987) researched each one.
Fortune 500 companies.
company's profit margin.

Their sample was drawn from

They compared each element with each
Six of the eight elements were

found to be positively correlated with higher profits.

The

9
specification of customer and market (Element 1) and
identification of products and services (Element 2) did not
affect profit margin.
Although geared specifically for business, these eight
elements have been adapted and applied to the mission
statements of institutions of higher learning as well
(Newsom & Hayes, 1990).

Newsom and Hayes studied mission

statements of colleges and universities, and adapted
Pearce's eight elements to higher education:
1) target clientele:

student population desired

2) products and services as related to teaching,
research, public service
3) geographic domain served by the institution, with
some priorities stated in terms of local, regional,
global
4) commitment to growth and development
5) institutional philosophies, beliefs
6) institutional self-concept
7) institutional public image and reputation (p. 30).
The "technologies used" element was not included in Newsom's
and Hayes' study but that item might be adapted to higher
education to include instructional technologies such as
distance learning and computer-based instruction.

The
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difficulty with technologies in educational organizations is
that they tend to be "unclear"

(Cohen & March, 1974,

p. 115), making this item less easily translated from
business to education.
Newsom and Hayes (1990) discovered that only two
colleges and universities in their study did not have
mission statements, most did not use their statements if
they had them, and most of the statements were poorly
crafted, vague and rhetorical.

They did not propose,

however, that the concept of the mission statement be
abandoned entirely:
[I]f universities can find a way to substitute the
vapid consensus of the present statements for a sharp,
specific definition of their distinctive role in
society, then mission statements can be the proper
beginning for activities like a planning exercise,
program reviews, curriculum design, and admissions (p.
30) .
The mere existence of a mission statement is not
sufficient for use in planning and goal setting; too often,
mission statements are not explicit enough to provide any
kind of guidance (Newsom & Hayes, 1990).

The content of the

mission statement is vitally important in determining its
usefulness in administrative decision making (Pearce &
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David, 1987).

Although several writers have proposed key

elements in effective mission statements (Collins & Porras,
1991; Pearce & David, 1987; Rarick & Vitton, 1995; Tulenko,
1994), Pearce and David have taken the process one step
further and conducted actual research on their proposed
elements.

They described their research as "the first piece

of evidence"

(p. 113) in linking mission statement content

with organizational performance.
Need for the Study
Much has been written about the composition of mission
statements (Collins & Porras, 1991; Pearce & David, 1987;
Rarick & Vitton, 1995), the advantages of having them
(Ledford et a l ., 1995; Rarick & Vitton, 1995), and frequent
exhortations to use them (Matejka et al, 1993; Reyes &
Kleiner, 1990).

Yet little empirical research has been

conducted regarding their actual worth and conscious use,
particularly in higher education (Newsom & Hayes, 1990).
Some of the research conducted in business tends to compare
the mere presence of a mission statement with bottom-line
profits, implying a cause-and-effect relationship (Rarick &
Vitton, 1995).

Effectiveness of mission statements and

their actual role in decision making has received little
examination.

"Sources are not plentiful that indicate a

formal or even informal recognition and use of a purpose
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statement in decision making..."
1991, p. 615).

(Lang & Lopers-Sweetman,

"The concept of mission as foundation for

strategic planning is not well understood by many college
and university leaders and has received little attention
from researchers"

(Caruthers & Lott, 1981).

Potential

exists, however, for the use of mission statements as
decision-making tools, if properly crafted for that purpose
(Lang & Lopers-Sweetman, 1991).
A better understanding of the composition of effective
mission statements and their role in administrative decision
making could benefit administrators in higher education in
the following ways:

clarification of role and purpose of

the organization (Caruthers & Lott, 1981), planning and
goal-setting (Fenske, 1980), financial prioritizing (Reyes &
Kleiner, 1990), marketing and public relations (Pearce,
1982), and human resource management (Ledford et a l ., 1995).
Purpose of Study
The purpose of this study was to examine the role of
the mission statement in administrative decision making in
higher education, and the relationship between mission
statement content and utilization.
The specific research questions were:
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1.

How do university-level administrators and members of

higher education governing boards use their institutional
mission statements when making decisions?
2.

For what types of decisions do administrators find

mission statements to be more useful, e.g. academic-related
decisions vs. fiscal decisions?
3.

What is the effect of content of a mission statement on

perceived usefulness, using Pearce's (1982) eight elements
for comparison?
4.

What are the reasons given by administrators for the

frequency with which they use their mission statements in
decision making and the types of decisions for which mission
statements are most consulted?
Definition of Terms
Goals "usually refer to the aspirations, functions, and
purposes of the institution itself as viewed by its internal
constituents"

(Fenske, 1980, p. 179).

Mission statement:
An institution's mission is a broad statement of
fundamental purposes; it embraces the social and
intellectual aspirations of the institution.
Frequently, it is a philosophical, value-oriented
declaration that describes the continuing
responsibilities of the institution and suggests their
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relative emphasis.

It may specify the sponsorship of

the institution, such as church-related, and it may
espouse an overarching philosophy, such as the purpose
of a land-grant institution or a community-based
community college.

The mission identifies the

clientele that the institution seeks to serve by
addressing such characteristics as that group's race,
sex or geographic origin...

(Caruthers & Lott, 1981,

pp. 26-28) .
Objectives "...are much more specific than
goals... characterized by being behaviorally measurable”
(Fenske, 1980, p. 179).

Objectives are the specific acts

that measure the extent to which a goal has been realized.
Retrenchment is the act of reorganizing a college or
university.

Retrenchment is often brought on by budget

cuts, but Seymour (1988) warned against equating
retrenchment with the cutting of programs; rather,
retrenchment should be viewed in light of strategic
planning.
Strategic planning:

"Strategic planning is defined as the

process of developing and maintaining a strategic fit
between the organization and its changing marketing
opportunities"

(Kotler & Murphy, 1981, p. 471).
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Strategic planning provides "an optimum alignment between
environmental opportunities, the capacity of the
institution, and the mission of the institution in order to
achieve its goals"

(Caruthers & Lott, 1981, p. 19).

University-level administrator is defined for the purposes
of this research as a person who holds a top-level
administrative position in a university, responsible for a
major division such as academic affairs, fiscal affairs,
student affairs, operations; namely, the president and vicepresidents or chief officers.
Vision refers to the aspirations of an institution or a
desired view of the institution in the future.
Delimitations
The scope of this study was limited to:
1.

The doctoral-granting institutions in the states of

Idaho, Montana, North Dakota, South Dakota, and Wyoming.
The first four states each have two such institutions;
Wyoming has one (n=9).
2.

The chief academic officers, chief fiscal affairs

officers, chief student affairs officers, and presidents of
the above universities.
3.

Higher education governing board presidents and a board

member of the five states North Dakota, South Dakota,
Montana, Wyoming, and Idaho.
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Assumptions
The assumptions made in the study were:
1.

University-level administrators and governing board

members are familiar with the concept of the mission
statement.
2.

University-level administrators and governing board

members are at least soirewhat knowledgeable about their
specific mission statements, i.e., they are able to

locate

them and know something about their history.
3.

The doctoral-granting institutions used in this study

are similar in most important respects.
4.

Subjects will respond to survey and interview questions

honestly.
Organization of Study
Chapter I of this study is an introduction of the
concept of mission statements, research pertaining to
mission statements and the need for this study.

Chapter I

also contains the research questions to be addressed in this
study, definitions of terms and the delimitations and
assumptions pertaining to the research design.
Chapter II contains a review of the literature
concerning the composition, uses of, and need for mission
statements.

The historical basis of mission statements is

also explored.

Some of the literature is taken from

iC V .1
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corporate or business-related sources, and some of it comes
from higher education literature.
Chapter III describes the methodology used to address
the research questions posed in Chapter I.

The research

t.

population and a description of the data-gathering methods
are discussed.
Chapter IV is a presentation of the data, organized
around each research question.
tabulated and reported.
survey data.

Results of the survey are

Interview results accompany the

The data also include the results of the

content analysis of each institution's mission statement.
Chapter V is a discussion of the results of the data
and some possible interpretations and conclusions.
V also includes suggestions for further research.

Chapter

CHAPTER II
REVIEW OF THE LITERATURE
This chapter explores the literature on mission
statements, both in business and higher education
publications.

The historical background of mission

statements is examined, as well as the role of the mission
statement within the process of strategic planning.

Various

uses of mission statements by organizations are reviewed.
Also, the key elements for inclusion in a good mission
statement, as proposed by various writers, are examined and
compared.
History/Background of Mission Statements
Written statements of purpose for higher education
institutions are not a recent phenomenon, although the term
"mission statement" was not used in conjunction with written
statements of purpose or goals until fairly recently,
coinciding with the advent of strategic planning in business
in the early 1960s (Peters & Waterman, 1982).

Mission

statements find their origins in many written forms,
including organizational charters, letters, and speeches.

18
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Organizational charters set out the original purposes
of an organization, and may have also included the authors'
vision for future purposes (Collins & Porras, 1991).

"A

good purpose statement is broad, fundamental, inspirational,
and enduring; it should serve to guide an organization for
at least 100 years"

(p. 38).

An example of enduring purpose

statements is found in the charter of what was then Harvard
College, dating back to 1650 (Hofstadter & Smith, 1961).
The charter established Harvard’s purpose as one of raising
up "a literate and pious clergy"

(Lucas, 1994, p. 104).

Although its purpose has expanded greatly since 1650,
Harvard University is governed by the same charter today
(Hofstadter & Smith, 1961).
The charters of America's oldest colleges and
universities were primarily concerned with the legal
establishment of the institutions and did not contain
specific references to mission and purpose (Hofstadter &
Smith, 1961).

The early colonial colleges "shared the same

broad sense of dual purpose as that enunciated by Harvard,
namely, educating civic leaders and preparing a learned
clergy"

(Lucas, 1994, p. 105).

Further refinement of

purpose was left in hands of college presidents and faculty.
Forums such as speeches made by the president at
commencement exercises, or charges to faculty members or
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governing board members led to a more specific definition of
purpose and also gave the college community a common goal
toward which to strive (Rudolph, 1962).

College presidents

and provosts also expressed their beliefs regarding the
purposes of colleges in letters to family members, friends
and colleagues (Lucas, 1994).
Following the Revolution, it became necessary for the
nation's colleges to address a broader variety of purposes,
providing education for the demands of a new nation founded
in democracy (Lucas, 1994; Rudolph, 1962).

Emphasis on

education in government was expressed by many, including
Noah Webster and Benjamin Rush in writings about the state
of education in America (Lucas, 1994).

In his request to

Congress for the establishment of a national university in
1796, George Washington stated that the "primary objective
of such a National Institution should be, the education of
our Youth in the science of Government"

(Writings of George

Washington, 1745-1799, as cited in Hofstadter & Smith, 1961,
p. 158).
Still later, in 1813, a Plan of a Theological Seminary,
established at Princeton in connection with the college
already there, stated that its purpose was "to form men for
the Gospel ministry, who shall truly believe, and cordially
love, and therefore endeavor to propagate and defend, in its
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genuineness; simplicity, and fulness [sic], that system of
religious belief and practice" set forth by the Presbyterian
Church (Hofstadter & Smith, 1961, p. 180).
The Yale Report of 1828, written by Yale's thenpresident Jeremiah Day and Professor James L. Kingsley,
contained some very specific objectives of the collegiate
experience; to wit,
...fixing the attention, directing the train of
thought, analyzing a subject proposed for
investigation; following, with accurate discrimination,
the course of an argument; balancing nicely the
evidence presented to the judgment; awakening,
elevating, and controlling the imagination; arranging,
with skill, the treasures which memory gathers; rousing
and guiding the powers of genius (Day & Kingsley, 1829,
as cited in Hofstadter & Smith, 1961, p. 278).
The Report went on to iterate how each discipline
contributed to the objectives as stated.

Although the

Report itself was not a charter or the text of a speech, its
statement of the purposes of a college education influenced
the direction of higher education in America for decades
following its publication (Hofstadter & Smith, 1961;
Rudolph, 1962).
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In addition to organizational charters, reports,
letters, speeches and essays, statements of purpose in
higher education were also found in legislation.

In the

mid-nineteenth century, the passage of the Land Grant
College Act (Morrill Act) reflected the continued broadening
of the purposes of a college education (Rudolph, 1962).
Congressman Justin Smith Morrill introduced the bill with
the intent of including those studies "of a less antique and
more practical value"

(Rudolph, p. 249).

The purpose of the

bill, he stated, was "to promote the liberal and practical
education of the industrial classes in the several pursuits
and professions of life"
proved two-fold:

(p. 249) .

The purpose, then,

to promote practical education, and to

extend education to the industrial classes.
By the late nineteenth century, college charters were
becoming more specific as to the purpose of establishment of
the college.

The charter of the University of North Dakota

contained two entire sections devoted to the object of the
university, laying out specifically the colleges to be
established at the outset (Laws passed at...1383, p. 374).
A third section went on to specify courses of instruction to
be offered at the university, namely "mathematical, physical
and natural sciences with their application to the
industrial arts, such as agriculture, mechanics,
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engineering, mining and metallurgy, manufactures,
architecture, and commerce"

(p. 374).

The UND charter reflected a growing movement in the
late 19th century toward the multi-purpose university, an
institution dedicated to research, specialized knowledge and
professional and graduate education (Lucas, 1994).

Writings

about the purposes of higher education in the late 19th
century appeared in scholarly journals and essays, and were
sharply divided over the various aims of the new
universities, debating hotly the relevance of new
disciplines, research over teaching, electives within the
curriculum and the loosening of admission requirements
(Lucas).
By the early twentieth century, however, a sense of
agreement appeared among discussions of academic goals.
"Statements of academic purpose became hazier, less
distinct, more temperate in their expression"
p. 185) .

(Lucas, 1994,

The evolving university was attempting to become

all things to all people, resulting in a blurring of
distinctive purposes and a movement toward homogeneity.
Koos and Crawford (1921), in their classic study of the
aims and purposes of a college education, discovered many
significant differences in the stated purposes of college
between the nineteenth and early twentieth centuries.

In
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researching various statements of aims and purposes from
books, periodicals and other sources (although not any
formal document published by the college itself), Koos and
Crawford discovered that, by the early twentieth century,
the statements contained more references to civic
responsibility and expressions of concern for student
progress and guidance, and fewer references to mental
discipline and liberal education as aims of a college
education.

By the early twentieth century, too, college

purposes included references to leadership and occupational
training that were barely recognized in the earlier period
during the mid-nineteenth century.
The rise of the university movement with its focus on
research and professional programs as well as business
schools and other vocational endeavors, coupled with the
elective system proposed by President Charles William Eliot
of Harvard, broadened the purposes of a college education to
the point that no one could recognize any longer the
original purposes of a college education set forth in such
documents as the Yale Report of 1928 (Rudolph, 1962).

A

curricular backlash, in the form of a return to the classics
and the concept of education for its own sake, marked the
period between the World Wars.

Curricular reforms, which

were at the same time innovative and retroactive, included
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Meiklejohn's Experimental College at Wisconsin, Hutchins'
Chicago Plan, and its more successful incarnation as the
Great Books curriculum of St. John's College in Annapolis
(Rudolph, 1962).

Much of the writing about the purposes of

colleges at that time came from Hutchins, who railed against
the vocationalism invading higher education and revived many
of the same notions as expressed in the colonial colleges
and the Yale Report (Hutchins, 1936).

According to

Hutchins, the true aim of a university was the disinterested
pursuit of truth for its own sake (Lucas, 1994).
These curricular innovations led to the general
education movement, a compromise measure whereby students
would be exposed to both liberal education and concentration
in a specific area of study (Rudolph, 1962).

A landmark

document regarding the purposes and objectives of general
education was produced by the Harvard faculty in 1945 after
two years of effort (Harvard University Committee, 1945).
The Harvard "Red Book", as the report was named, influenced
general education in dozens of colleges and universities,
even though it was rejected by the Harvard faculty itself
(Lucas, 1994).

Like many later written purpose statements,

it was marked by a certain vagueness and lack of
specificity; although what was meant by general education
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was defined quite eloquently, how colleges should go about
achieving it was defined hardly at all.
Post-war expansion of higher education and the rapid
proliferation of colleges and universities eventually led to
a need for management strategies to cope with the rapid rise
in enrollment, the diversity of students seeking higher
education, and the increasing variety of curricular
offerings.

Demands from an ever-increasing number of

constituencies pulled the purposes of higher education in
countless directions, leaving institutions hardly able to
follow, much less lead (Kerr, 1963).

Higher education

borrowed freely from corporate management strategies in the
1960s and attempted to apply them to academe throughout the
1970s and 1980s (Lucas, 1994).

Included in the "trappings

of large-scale business organizations" adopted by higher
education were "mission statements, strategic planning,
elaborate budgeting systems, meticulous record-keeping..."
(Lucas, 1994, p. 238).

The complex organizations that

colleges and universities had become demanded new ways of
administering, managing, and leading them (Keller, 1983).
From a general institutional charter of incorporation,
the concept of a written statement of purpose had evolved
into a formal specific statement of mission, purpose,
philosophy and vision, with the intent of such a statement
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forming the basis for planning and decision making.

The

next section explores the concept of the mission statement
as it relates to strategic planning and the many possible
uses for the statements.
Mission Statements as a Key Feature of Strategic Planning
Like written statements of purpose, organizational
planning is not a new concept.

The type of organizational

planning known as "strategic planning", however, is a
relatively recent phenomenon, finding its roots in the mid1960s (Peters & Waterman, 1982).

Strategic planning, as its

name implies, provides "an optimum alignment between
environmental opportunities, the capacity of the
institution, and the mission of the institution in order to
achieve its goals"

(Caruthers & Lott, 1981, p. 19).

A key feature of strategic planning, and one of the
first tasks in the process, is the crafting of a mission
statement.

"...[D]efining the mission is critically

important because it affects everything else"
Murphy, 1981) .

(Kotler &

"When systematically and comprehensively

developed, a firm's mission statement can serve as an
invaluable tool in directing the formulation and
implementation of strategy"

(Pearce, 1982).

Mission statements serve as blue-prints and references
for planning, giving administrators both a starting point
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and a grounding point when an organization begins to drift
from its original purpose.

"The essential goal of

planning... is to support and enhance [the] mission"
1990, p. 43).

(Green,

Planning, according to Green, should emanate

from the central hub of the institutional mission like
spokes on a wheel, yet remain attached to it.

Devising a

strategy requires an intimate knowledge of an organization's
business, central purpose, and method of achieving the
purpose (Keller, 1983), in other words, the mission of the
organization.
Fenske (1980) proposed a fairly simple design for
strategic planning which involved determining a mission and
setting goals and objectives which flowed from the mission.
Fenske also pointed out that missions, goals and objectives
were not synonymous, however much they were intertwined.
Problems in the planning process would be evidenced by
difficulties encountered in obtaining consensus over the
goals of the institution.

Because universities are complex

institutions, their goals are also complex; and because of
the natural human tendency to further one's own agenda,
Fenske felt that the major obstacle to the planning process
was arriving at some agreement over the mission of the
institution and the goals to be pursued.
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Merson and Qualls (1979) defined four steps in the
strategic planning process.

The first step involved

diagnosis of the current situation; the second step was the
actual planning, where mission statements were utilized; the
third step concerned allocation of resources to meet the
plan; and the fourth step was to evaluate the process.

This

last step, despite its importance in the process, was often
overlooked in other methodologies.

Resource allocation was

determined by the plan; in other words, the mission
statement determined where resources should be put in order
to meet the plan, rather than planning around available
resources (Merson & Qualls, Reyes & Kleiner, 1990).
Watson (1995) urged institutions of higher education to
act more like businesses when it came to strategic planning.
His methodology placed mission and culture statements at the
beginning of the process as the organizational vision.

From

the vision, plans for marketing, industry analysis,
finances, organization and human resources should flow.
Watson pointed out that many higher education institutions
tend to stop after formulating their vision, and fail to
follow through with the actual planning phase, thus
defeating the entire process.
Kotler and Murphy (1981) used a case study of Beloit
College as a vehicle to demonstrate strategic planning.
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Like Fenske (1980), they pointed out the differences between
mission, goals, and objectives, stating that the goals and
objectives should be consistent with the mission, but
separate from it.

Kotler and Murphy stressed the importance

of spending time crafting the mission statement "because in
the process [the planning committee] may discover much about
the institution and its latent opportunities"

(p. 479).

An

analysis of the environment, both current and the probable
future, was followed by an analysis of resources available.
Goals derived from the mission were set in accordance with
both of these factors, and strategies to achieve them were
developed, taking into consideration an organization's
strengths, weaknesses and culture.
Differing opinions regarding the importance of
strategic planning and the relationship between mission and
planning were offered by Davies (1986), Doucette, Richardson
and Fenske (1985), and Hiam (1990).

Davies stressed the

pitfalls inherent in carefully defining an organizational
mission.

"The more precisely an institution's plans for

growth are specified, the less latitude it has to respond to
unanticipated opportunities"
affirmed this position:

(p. 87).

Carpenter (1987)

"An institution...may seek broad

and permissive language in the mission statement that will
allow it to respond positively to both desired and
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unanticipated opportunities"

(p. 5).

Generic, look-alike

mission statements, Davies insisted, were bound to occur
among institutions of higher education because most of them
are in the same business; that is, to provide "adequate
higher education to average people"

(p. 87).

Rather than

allocating resources to achieve a mission, as others
posited, Davies pointed out that funding usually controls
the mission.

Mission statements do not drive the mission,

funding does (1986).
Doucette et a l . (1985) suggested a reversal of standard
strategic planning methodologies whereby the goals and
objectives derive from the mission.

Because they were

unable to find a reliable link between statements of purpose
and precise, measurable objectives, they proposed that
mission definition in higher education begin with an
analysis of current institutional activities.

In this

process, setting the goals is done first, and a mission is
formulated that is consistent with them.

The mission is a

grouping of specific institutional activities around a goal,
not a philosophical statement that is unrealizable.
Hiam (1990) pointed out that organizations create
statements, but then do not weed out the units and projects
that are inconsistent with them.

As a result, the

organization must either alter the statement to encompass
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all projects and units, resulting in broad, vague statements
that are useless in strategic planning; or the organization
must examine itself and reshape itself according to its
mission, resulting in restructuring of the organization.
"The easy solution is to simply ignore the mission
statement"

(p. 26).

Although mission statements, goals and objectives, and
the planning process are obviously related to each other,
their relationship is subject to interpretation.

In most

models of strategic planning, goals and objectives are
derived from the mission statement, funding is allocated
according to priorities indicated in the mission statement,
and evaluations are based upon the extent to which an
organization achieves its goals.

At least one model,

however, stresses formulation of the mission from the goals
of the organization, and another believes that the mission
is controlled by funding, rather than the reverse.

The

actual function of the mission statement within the
strategic planning process is less clear when considered in
the light of these models.
If the function of the mission statement within the
strategic planning process is somewhat fluid, so is its
function within the organization itself.

Mission statements

serve a variety of functions within organizations, both
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corporate and non-profit, from rallying cries to marketing
tools.

The next section explores several different

functions of mission statements within organizations,
including higher education.
Uses of Mission Statements
Besides its function as a key feature of strategic
planning, mission statements serve a variety of other
purposes, whether obvious or covert, intended or not.
Probably the most obvious of these purposes is the role of
the mission statement as a guide for decision making,
whether day-to-day decisions or important decisions with
far-reaching implications (Ledford, Wendenhof & Straley,
1995) .

"A carefully considered and enunciated mission

statement...will have a forceful impact on the ability of an
institution not only to maintain its integrity as a unitary
structure but also to provide direction"
p. 51).

(Mouritsen, 1986,

"A clear mission with specified objectives enables

a college or university to develop priorities for decision
making purposes"

(Dougherty, 1981, p. 85).

Mission

statements are formal representations of assumptions and
purposes, according to Martin (1985), and serve to guide
planning and activities.

"...[A] good mission statement

informs behavior and helps members of the community decide
when to say no and when to say yes"

(p. 61).

"Distinctive
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missions can direct resources to specific, important goals"
(Carpenter, 1987), thus providing guidance to administrators
in financial and human resource decisions.

Poorly written,

vague or generic statements provide little help in decision
making.

"A mission statement that gives you no guide to

making decisions is redundant, and one that guides you in
the wrong direction is harmful"

(Newman, 1992).

As well as providing a guide for decision making,
mission statements serve as unifying tools for management,
clarifying organizational purpose and uniting the employees
around that purpose.
The principal value of a mission statement as a tool of
strategic management is derived from its specification
of the ultimate aims of the firm.

It thus provides

managers with a unity of direction that transcends
individual, parochial and transitory needs.

It

promotes a sense of shared expectations among all
levels and generations of employees.

It consolidates

values over time and across individuals and interest
groups.

It projects a sense of worth and intent that

can be identified and assimilated by company outsiders,
i.e., customers, suppliers, competitors, local
committees and the general public.

Finally, it affirms

the company's commitment to responsible action, which
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is symbiotic with its needs to preserve and protect the
essential claims of insiders for sustained survival,
growth, and profitability of the firm (Pearce, 1982, p.
24) .
As a statement of the aims of an organization, the mission
statement builds consensus around a common purpose.
"Employees need to be united around the organization's
mission"

(Matejka & Federouch, 1990, p. 3).

"A devotion to

the mission of your institution leads to commitment and
dedication"

(Panas, 1993, p. 24).

The unifying purpose as expressed in mission statements
also extends from the past into the future, giving a sense
of history and tradition to the organization (Caruthers &
Lott, 1981) .

The sense of purpose, both historical and

contemporary, and the consensus it builds also point to the
mission statement as a standard bearer of organizational
culture (Ledford et a l ., 1995).

Clark’s (1972) classic

concept of the saga in organizational culture in higher
education as initially a strong purpose evolving into an
almost sacred group of beliefs and rituals is also
indicative of mission statements as a strong conveyor of
organizational culture.
As conveyors of culture, mission statements can aid
employees in determining the goals and expectations of their

1
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organization, and can provide a measuring stick against
which employees can gauge their own behavior.

"It tells

employees and prospective employees what the organization
stands for, and it can help set an emotional tone for the
culture"

(Ledford et a l ., p. 9).

Mission statements can also aid administrators by
providing a mechanism of organizational culture against
which to measure possible courses of action.

Parker (1986)

discovered that agreement on institutional mission among
administrators was associated with fewer responses to
decline, and proposed that the shared sense of mission
provided "a very broad mechanism for selectively pursuing
any sort of response"

(p. 177).

Parker suggested that

administrators who share a sense of mission are more likely
to agree among possible courses of action, better able to
make decisions concerning courses of action, and are able to
quickly weed out those choices that are not in keeping with
the shared sense of mission.

This enforces the concept of

the mission statement as both a conveyor of organizational
culture and as a tool for decision making.
Organizational culture is important in education, and
so are the values contained therein (Mouritsen, 1986) .

A

written declaration of these values and principles as
contained in a mission statement provided several advantages
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to an educational institution.
and operationalizes choices.

First, the statement defines
Second, the statement binds

various facets of an organization together around a common
cause.

Third, the statement brings order to an organization

so that it can get down to business.

Fourth, the statement

provides values to individuals which translate into
organizational morality.

The importance of the statement is

the fact that it is written down for everyone to read, and
provides a basis for determining organizational values and
culture.
Many corporate uses of mission statements are also
i
adaptable to higher education.

Germain and Cooper (1990)
i

discovered that firms which had a customer service mission
i
statement were more likely to survey customers and keep
specific quantitative measures of customer service
performance.

Additionally, the total number of customer

service activities was greater for firms with customer
service mission statements than for firms without
statements, regardless of the type of firm.

Simply putting

it in writing improved performance among customer service
employees.

The same might hold true for higher education

and its numerous customers.
In a slightly different vein, Nelton (1994) also
pointed out that the mission statement, while focusing an
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organization on a particular purpose, enables employees to
think strategically and along a similar wavelength, thus
unifying their efforts toward a common goal.

Such focus

might spell the difference between an organization's
survival or demise.

Brady (1993) echoed a similar theme:

"A mission statement acts like a prism, powerfully focusing
the efforts of the staff in the right direction"

(p. 42) .

This is true for higher education as well:
[D]efining the mission is critically important because
it affects everything else.

A well worked out mission

statement provides the institution with a shared sense
of opportunity, direction, significance and
achievement.

The mission statement acts as an

"invisible hand" that guides a college or university's
diverse personnel to work independently and yet
collectively toward the realization of the
organization's goals (Kotler & Murphy, 1981, p. 479).
Slimak (1993) took this concept of consensus-building
even further and proposed that mission statements could
actually assist in keeping conflict within the organization
at a minimum by providing a common framework and value
system.

If employees are united around common goals,

various departments within the organization are more likely
to work together to achieve the goals, rather than compete
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with each other to achieve differing goals.

Davies (1986)

felt that one of the problems facing higher education was
the difficulty in defining educational goals, which may
explain why various departments in higher education
institutions often are in conflict with other departments;
there is no consensus over the goals to be reached.
Motivating employees to greater achievement and higher
efficiency is another advantage to building consensus around
a mission statement.

"Creating the right mission and

describing it with vivid detail should release people's
passion and generate the commitment organizations need to
achieve high performance"

(Collins & Porras, 1991, p. 48) .

Ledford et a l . (1995) suggested that the statement did not
necessarily have to be well-crafted and articulate; merely
having one might help to inspire employees to do even a
little better.
Assessing performance is another function aided by
mission statements and the goals generated from them.
Statements can assist in evaluating employees' performance
by providing a framework for measuring contributions against
a stated goal or purpose (A Guide to..., 1988).

"A mission

statement can serve as a tool that guides strategy
formulation and evaluation, and unifies expectations, plans,
performance evaluation criteria,( and corporate objectives"

iWSWraiiirfIMWW5

40
(Germain & Cooper, 1990).

Mission statements, therefore,

become the measuring stick by which administration gauges
employee performance and also organizational performance.
Current employees are not the only ones for whom
mission statements provide valuable information.

By having

a written purpose or mission statement, prospective
employees can better assess an organization and determine
whether or not the organization's goals and values fit in
with their own.

In addition, performance appraisals,

training practices, hiring processes and labor relations can
all reflect the mission statement, providing a valuable tool
for human resource managers (Ledford et a l ., 1995).

"Once

mission, objectives, and specific goals are determined...the
characteristics of individuals selected to provide specific
services can be determined"

(Dressel, 1987, p. 109).

The

reversal of this is equally true; prospective employees who
do not agree with an organization's mission or values can
spare themselves the effort of trying to gain employment.
For example, professors who are primarily interested in
conducting research might decide against seeking employment
at a small liberal arts college whose primary mission is
teaching undergraduates.
Personnel practices are only one facet of assessment
which can be enabled by having a concise mission statement.
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Program and institutional effectiveness can also be assessed
against goals derived from organizational mission
statements.

"Valid assessment depends upon a purpose, or

mission, which must be linked to a discrete set of
objectives and goals"
288).

(Gordon, Jordan & Albin, 1994, p.

Without periodic assessment, an organization cannot

determine if it is meeting its goals or even if it is
directing its efforts toward a common end.

In higher

education, mission statements are used by accrediting bodies
to determine assessment criteria and those goals for which
institutions will be held accountable (A guide to...1988).
An important aspect of assessment, one which is often
overlooked by organizations, is assessment of the mission
statement itself (Ledford et a l ., 1995).

" .. . [C]ollege

missions must be formulated, reviewed, and reformulated on
an ongoing basis, in response to the sociocultural,
economic, and educational reality in which they exist"
(Schwerin, 1980, p. 175).

"The statement ...should be

assessed on a regular basis to make certain that both your
institution and the mission continue to be relevant and in
concert, one with the other"

(Panas, 1993, p. 26).

Once a

mission is achieved, a new mission must be set (Collins &
Porras, 1991) .
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Uses of mission statements will vary depending upon who
is using them (Davies, 1986) .

Uniting employees around a

common goal and the periodic assessment of both the
employees and the goals are uses of mission statements most
likely to be invoked by internal administrators.

Mission

statements are also used by external entities such as
governing boards, legislatures, or in the case of
businesses, shareholders and customers.

"A mission

statement usually is developed to communicate with two
general types of audiences--external and internal"
(Caruthers & Lott, 1981, p. 25).
Projecting a positive public image of an organization
is another function of mission statements, and higher
education is no exception to this.

"...[E]ducational

philosophy communicated through mission, objectives, and
goals is a signaling device that enables students to
distinguish among schools that would otherwise appear
homogeneous"

(Gordon et a l ., 1994, p. 289).

Communicating

an institution's uniqueness through a mission statement
gives the institution a distinct identity apart from the
homogeneous crowd, which can be marketed to its
constituencies (Martin, 1985).
Mission statements, therefore, can be a powerful
recruiting tool for prospective students, as well as a tool
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for recruiting faculty members or seeking outside funding
for a project.

In addition, they convey to the public an

institution's distinct features or programs, what Leslie and
Fretwell (1996) referred to as a niche.

"Niches are

combinations of geographic, economic, and programmatic
openings that institutions can fill"

(p. 84).

The unique

combination of geographic areas, economic means, and program
needs helps to define the distinctive mission of the
institution to the public.
Other external constituencies using mission statements,
at .least in the case of public higher education, are
governing boards, legislative bodies, and the taxpayers.
Mission statements both guide and inform, the former to
assist governing boards and legislative bodies, and the
latter to aid the public in determining the worth of public
higher education (Martin, 1985).

"Distinctive missions can

direct resources to specific, important goals"
p. 2).

(Carpenter,

Governing boards and legislative bodies who have

concise, well-written mission statements for their various
institutions are better able to avoid program and resource
duplication.

Mission statements also help define, and to

some extent justify, higher education to the public.
"...[T]he primary reason for including role and mission
statements is to clarify goals and purposes among
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institutions and in the public mind"
2).

(Carpenter, 1987, p.

"...[T]he mission of an institution for higher

education is the reason for which society supports it and
tolerates it--its very reason for being"

(Fenske, 1980, p.

179) .
Like most tools, mission statements can also be used
for purposes other than those originally intended.
Statements might be held over the heads of governing boards
and legislative bodies as a "bludgeon” to demand additional
funding for particular programs or services because they are
mentioned specifically in a mission statement (Lang &
Lopers-Sweetman, 1991).

Like most bludgeons, however, it

can be used both ways; governing boards are just as likely
to deny programs, services and the appropriate funding
because they are not mentioned in an institution's mission
statement.
Most of the content-oriented literature does not
differentiate among types of mission statements, but Lang
and Lopers-Sweetman (1991) have proposed a taxonomy of
mission statements in higher education.
six different types of statements exist:

They suggested that
the historical-

philosophical, action plans, interrogative or optional,
scale and capacity, messianic tablets, and anthologies of
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statements.

Each implied different planning and decision

making methods.
What Makes a Good Mission Statement?
There are many opinions about the necessary features of
a good mission statement.

Few of these opinions are

actually backed up by research, however, and as might be
expected, there is disagreement among opinions as to what
really constitutes a good mission statement.

In addition to

the content of the statement, the process used to arrive at
that content is also the subject of some discussion, as well
as the need for commitment to the statement.
Ryans and Shanklin (1986), in discussing a university's
educational definition, called for the following elements to
be included:

the market segment (students) that the

institution intends to compete for, the needs of the market
to be fulfilled (programs and degrees offered), the
technologies used to fulfill the needs of the market
(computer-based instruction, distance learning
opportunities, etc.), and the intended geographic scope of
the efforts of the institution (local, regional, national
and international).

"Once these questions are answered, the

institution has, in effect, designated its mission for the
future"

(p. 10).
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Caruthers and Lott (1981) specified eight areas that
should be addressed by college mission statements, including
heritage and fundamental purpose, responsibilities to
constituencies, community and civic obligations, major
emphases and directions, educational philosophy, the role of
supporting services, academic freedom and corollary
obligations, and style of governance and management.

Some

prioritization was called for in determining an
institution's major emphases, particularly where teaching,
research and service were concerned.

Levels of programs and

degrees offered and the extent to which an institution
embraced non-traditional forms of education should also be
included.
Caruthers and Lott (1981) also called for the necessity
of prioritizing among elements within the statement; this
prioritization would be the distinguishing factor between
institutions that might otherwise appear identical.

The

relative importance of each element would vary among
liberal-arts colleges, state land-grant colleges, and
research universities.
Corporate definitions of content of mission statements
have some similarities to those proposed for higher
education, but the differences in goals between the two
types of organizations are apparent in mission statement
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elements.

Corporate statements are more likely to contain

concrete references to organizational survival and profit
making (Pearce, 1982), where goals in higher education are
less clear and more difficult to define (Fenske, 1980;
Davies, 1986), implying that content of mission statements
might differ between the two types of organizations.
Tulenko (1994), in distinguishing between statements of
purpose and mission statements in corporations, proposed
five elements for the former:

a commitment to ethics,

reason(s) for the existence of the organization, growth
parameters, product/service parameters, and community
interaction.

Mission statements, according to Tulenko,

should contain product/service identification, client
identification, and delivery identification.

These elements

are very close to those proposed by Ryans and Shanklin
(1986) above; product/service identification would include
programs offered and degrees granted, client identification
would include target population of students and geographic
scope, and delivery identification would include
technologies used to meet the needs of the clients
(students).
Rarick and Vitton (1995) pointed out that while merely
having a mission statement was better than nothing, having a
statement with specific content was even better.

Elements
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identified by them in researching companies listed in
Business Week 1000 (1994) included:

concern for public

image, stated in 73% of statements studied; concern for
quality (73%); identity of produci-s and services
differentiation from competition (33%).

(60%); and

With the exception

of the third element, identity of products and services,
there is little overlap with elements proposed by others
above.

Differentiation from the competition is comparable

to carving out a "niche", as proposed by Leslie and Fretwell
(1996), and is an element that certainly has application in
higher education.
Pearce and David (1987) proposed and researched eight
elements of mission statements:

specifying target customers

and markets, identifying principal products/services,
specifying geographic domain, identifying core technologies,
expressing commitment to survival and growth, specifying key
elements in company philosophy, identifying company selfconcept, and identifying desired public image.

Again, these

elements show a considerable amount of overlap with both
Ryans and Shanklin (1986), and Tulenko (1994).

There is

also some consistency with key elements discovered by Rarick
and Vitton (1995) .
In later writing, David (1993) added a ninth element to
the list earlier proposed by Pearce and himself:

that of

• -v . w*
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concern for employees.

A good mission statement according

to David should also contain some reference to the
organization's commitment to its employees, and how the
organization values them.
Both higher education and the corporate world share
commonalities among certain proposed elements of mission
statements; geographic parameters, products and services
offered, and target clientele are considered essential
elements in both educational and business literature.

The

need for stating the distinctiveness of the organization is
also common to both.
In addition to listing necessary elements, the manner
in which the elements are stated is also important to the
content of a mission statement.

Most suggestions regarded

specificity as a necessary ingredient.

Newsom and Hayes

(1990) called for a "sharp, specific definition of their
distinctive role in society"

(p. 30) when discussing mission

statements of universities and colleges.

Collins and

Porras (1991) used the words "crisp, clear, engaging" and
"highly focused"
statements.

(p. 42) to describe ideal mission

Others, however, indicated that rigidity and

over-specification in mission statements can lead to lost
opportunities and missed chances because such opportunities
do not fall within the rigidly proscribed mission of the
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organization (Ledford et a l ., 1995; Davies, 1986), thus
warning would-be mission statement writers to leave
themselves some maneuvering room.
Specific references to certain elements within a
statement comprised only a part of the content-oriented
advice contained in the literature.

Less easily defined,

but perhaps more compelling, were exhortations to write
statements that inspired and motivated people:
In fact, most corporate statements we've
encountered--be they called mission, vision,
purpose, philosophy, credo, or the company way-are of little value.
effect.

They don't have the intended

They don't grab people in the gut and

motivate them to work toward a common end.
don't focus attention.

They

They don't galvanize

people to put forth their best efforts toward a
compelling goal.

They don't mean something to

people all up and down the organization.

In fact,

they are usually nothing more than a boring stream
of words (Collins & Porras, 1991, p. 31).
Ledford et a l . (1995) also lamented that "the typical
corporate philosophy statement has, at best, a negligible
impact on the attitudes, beliefs, and behavior of
organization members"

(p. 7).

Clearly, bland statements do
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little to motivate and inspire employees, in addition to
providing little guidance for decision making.

Effective

statements should do more than simply describe products or
target customers.
of an organization"

"Good purpose statements capture the soul
(Collins & Porras, 1991, p. 40).

As

such, they should serve to inspire and excite employees.
"An effective mission must stretch and challenge the
organization"

(p. 42).

"Creating the right mission and

describing it with vivid detail should release people's
passion and generate the commitment organizations need to
achieve high performance"

(p. 48).

Ledford et a l . (1995) did, however, caution against
using overly beautiful prose in composing a philosophy
statement, since such statements might actually serve to
demoralize employees, rather than inspire them.

The

discrepancy between the statement and reality is too wide to
be closed, and the vision proposed by the statement is
impossible to realize.
Higher education is no exception to the belief that
organizations tend to craft poor mission statements.

Chait

(1979) pointed out that even institutions with very
different missions have generic, uninspiring and virtually
interchangeable statements that contain the obvious
functions of every institution of higher education.

Chait
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also believed that such statements were overvalued and
overemphasized, probably because of the large amount of time
that went into crafting them.

Martin (1985), in a

caricature of mission statements, pointed out their "lofty
utterances" and broad applicability,
thought to cover every contingency"

"so broad that they are
(p. 40).

Newsom and

Hayes (1990) expressed dismay over the fact that university
mission statements were so unfocused.

"...[Wjhile

institutions think they must have a mission statement, they
feel no obligation to say anything specific in it"

(p. 29).

Length of statements was also a point of debate.

Reyes

and Kleiner (1990) felt that "[a] good mission statement is
short, clear, unambiguous; fewer than 14 words...."

(p. 52).

Collins and Porras (1991) suggested that purpose statements
should be succinct and articulated in one or two sentences.
Rarick and Vitton (1995) discovered, however, that mission
statements which contained more of their essential elements
were correlated with higher returns for the companies
researched than statements which were briefer and contained
fewer of the elements.

Pearce and David (1987) found that

"higher performing firms have comparatively more
comprehensive mission statements"

(p. 112), implying that

some attention should be paid to including all essential
elements in a mission statement.
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Describing purpose, philosophy or vision of the
organization, while the obvious functions of a mission
statement, covers only one side of the issue.

Stating

clearly what an organization is not may be another necessary
ingredient in the composition of a mission statement.

"A

truly effective statement of institutional purpose may then
be one that candidly acknowledges its limitations"
Lopers-Sweetman,

1991).

(Lang &

Caruthers and Lott (1981) proposed

that mission statements should indicate "what the
institution has been (its heritage), what it shall become
(its destiny) and what it does not believe itself to be"
25).

(p.

Furthermore, successful organizations know what they

are about and stay with a central purpose (Peters &
Waterman, 1982), implying that such organizations know also
what they are not about.
Stating both permissive and restrictive elements is
necessary if a mission statement is to be a useful guide for
decision making (Caruthers & Lott, 1981).

As a specific, if

dry, example of stating what should and should not be
contained in a mission statement, Davies
thus:

(1986) summed it up

"No statement of institutional mission should ever

limit access to resources"

(p. 89).

Who writes mission statements, and what are the
processes used in developing and composing them?

Thelin
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(1986) noted sadly that "there is little certainty about the
authorship of and the responsibility for mission statements
at the campus level"

(p. 106).

Dressel (1981) pointed out

that mission statements of public state universities are
usually defined or imposed by some state agency.
Historically, the organizational charters, statements,
visions or philosophies came from the founders and early
leaders (Clark, 1972; Collins & Porras, 1991).

In many

cases, that meant that an original statement of purpose or
philosophy was probably composed by one person or a small
group of people who shared a common vision (Clark, 1972) .
Gaining consensus was not a problem.

As an organization

grew, however, and became more complex, mission review and
perhaps mission revision necessitated the crafting or re
crafting of a mission statement (Caruthers & Lott, 1981;
Kotler & Murphy, 1981) .
As colleges and universities become more diverse,
fragmented, specialized, and connected with other
social systems, institutional missions do not
become clearer; rather, they multiply and become
sources of stress and conflict rather than
integration (Birnbaum, 1988, p. 11).
Common sense and organizational theories would agree
that those who are bound by any type of written statement
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should have some input into its creation.

Additionally,

endorsement and acceptance by those who are responsible for
funding the activities defined by mission statements are
crucial (Lang & Lopers-Sweetman, 1991).
Involving too many people, however, in any type of
planning process including writing mission statements,
usually slows the process down (Ledford et a l ., 1995; Ryan &•
Shanklin, 1986), and may forestall progress altogether.
Mission statements should be composed by administrators;
they are ultimately responsible.

"Neither janitors nor

public relations executives set policy for any organization;
that is the job of top executives and boards of directors"
(Graham & Havlick, 1994, p. 5).
Enlisting the participation of many representatives of
various facets of the campus poses additional problems,
"...there is a danger in overconsultation.

Mainly, it slows

down the planning process and inhibits action"
Shanklin).

(Ryan &

While involving representatives of the many

interests found in a large organization, especially a
university, may be politically correct, Dominick (1990)
pointed out that "major efforts at consensus building" would
be required (p. 30).

Fenske (1980) also cautioned that a

lack of consensus over goals would derail any planning
process, the first step of which is determining mission.

At
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least some level of consensus should exist over
institutional purpose and goals before a planning process
can begin (Bean & Kuh, 1984; Fenske, 1980).

"Lack of

clarity and agreement on institutional goals and mission has
equally important effects on organization and management"
(Birnbaum, 1988, p. 11).
Carpenter (1987), in his study of the process of
mission statement development at the governing board level,
discovered that statements developed by the "proper balance"
of board members, central staff, institutional leaders and
other interested parties resulted in both a rewarding
process and a satisfactory product.

A political element

would usually be apparent in the compromises achieved by the
various constituencies of higher education, based on
history, tradition and current conditions (Carpenter, 1987).
The process involved in developing mission statements and
the struggles to gain consensus are important in themselves,
and may actually be more valuable than the final product
(Germain & Cooper, 1990; Lang & Lopers-Sweetman, 1991).
The difficulties of writing mission statements should
not be underestimated.
A statement placing reasonable limits upon an
institution, while permitting and perhaps even
encouraging new ventures consistent with the
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accepted role and mission, is difficult to write,
for it must thread a perilous path between insipid
and unrestrictive vagueness, on the one hand, and
an undesirable and unduly limiting specificity on
the other (Dressel, 1981, p. 61).
The crafting of mission statements is thus an exercise in
compromise, politics and diplomacy.

The product of such an

exercise is, unfortunately, often a statement that is vague,
bland, offends no one and is generally useless (Ledford et
a l ., 1995; Newsom & Hayes, 1990).

Under such circumstances,

it is difficult to justify the time and resources expended
to accomplish the task.

Who should set the mission?

should craft the statement?

Who

These are debatable issues;

forceful arguments can be made for statements written by the
top-level administrator, as well as the grass-roots
employees.
Composing statements, once accomplished, must be
followed by a sincere desire to achieve the goals set
therein, and conscious communication of the statement to all
involved.

Mouritsen (1986) , in describing the usefulness of

mission statements in curriculum change, pointed out that
enunciating the mission statement must be "augmented by a
conscious, informal commitment to its fulfillment"
Caruthers and Lott (1981) stated that knowledge and

(p. 51).
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understanding of an institution's mission was not enough;
"principal decision makers should also believe in and be
committed to implementing the institution's desired mission,
role, and scope"

(p. 18).

Without commitment to the

statement from the top levels of management, the statement
becomes useless and meaningless.

"The best vision and

mission statements are meaningless unless they are followed
by all levels of the organisation.

In fact, when a vision

is violated by the top levels of management, the result is
worse than no vision at all"

(Reyes & Kleiner, 1990, p. 52) .

Merson and Qualls (1979) urged wide distribution of the
approved mission statement "among those groups whose support
will be needed to achieve the stated goals"

(p. 16),

implying that not only must top-level management believe in
the statement, but so must everyone else.

Once composed and

agreed upon, communicating the mission to all constituencies
is crucial to its success, particularly in times of
retrenchment and reorganization (Dressel, 1987).
Conclusion
No lack of support is found in either business or
educational literature concerning the need for, and
usefulness of mission statements.
numerous, however, so are skeptics.

If supporters are
Convincing arguments

are advanced for the trendiness of mission statements, the
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obviousness of certain platitudes such as pledges of
excellence, the boring rhetoric, the total disregard for
statements by just about everyone associated with an
organization.

But most of the skepticism is tempered with

an admission that the concept of the mission statement could
be useful, if properly written and consciously adhered to.
Though obviously an ideal that is never fully realized, the
ideal is necessary for measuring the organization's
achievement and giving it a standard to strive for.
As colleges and universities become increasingly
complex organizations, and as their purposes change as the
twenty-first century approaches, some believe that a
distinct statement of mission becomes ever more necessary in
administrative decision-making.

Well-written statements may

lend themselves to a variety of situations for use by
several different constituencies.

The small body of

research indicates that certain elements may be essential to
the well-written and useful mission statement.
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CHAPTER III
METHODOLOGY
The purpose of this study was to examine the role of
the mission statement in administrative decision making in
higher education, and the relationship between mission
statement content and utilization.
The specific research questions were:
1.

How do university-level administrators and members of

higher education governing boards use their mission
statements when making decisions?
2.

For what types of decisions do administrators find

mission statements to be more useful, e.g. academic-related
decisions vs. fiscal decisions?
3.

What is the effect of content of a mission statement on

perceived usefulness, using Pearce's eight elements for
comparison?
4.

What are the reasons given by administrators for the

frequency with which they use their mission statements in
decision making a?.id the types of decisions for which mission
statements are most consulted?
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This chapter describes the research population and the
specific methods of data-gathering and analysis.

This

chapter also explains the development of the survey
instrument used and the methods of collecting the survey
data.

The process of the content analysis of the

institutional mistion statements and the procedure used for
interviewing a sample of the research population are also
discussed.
Research Population
The population for this study was presidents, chief
academic officers, chief fiscal affairs officers, chief
student affairs officers, state higher education governing
board presidents and one other board representative from the
following state institutions:

Idaho State University,

University of Idaho, Montana State University, University of
Montana, North Dakota State University, University of North
Dakota, South Dakota State University, University of South
Dakota and University of Wyoming.
These institutions were chosen because they are all
doctoral-granting, public universities.

All are a part of

higher education systems, and all are located in adjacent
states of large rural geographic areas with small
populations.

Further, these institutions are roughly

similar in size and are located in the same region of the
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country.

Similar institutions were chosen because

administrators from similar institutions are more likely to
face similar decisions, thus providing a consistent
population.
The University of North Dakota-Lake Region was selected
as a pilot study institution to test the survey instrument
and to provide a practice session in content analysis for
the panel of faculty experts who would do the analysis for
the study.

It was chosen because of its proximity to the

location where the research was being conducted and because
its administration was willing to participate.
University-level administrators were chosen because
they are more likely to use an institutional mission
statement for institutional decision making, which was the
focus of this research.

Mid-level administrators, such as

deans and directors, were not chosen because they may have
their own departmental/divisional mission statements which
they use for decision-making purposes, in addition to using
an institutional mission statement.
Institutional Review of Research on Human Subjects
The University of North Dakota Institutional Review
Board (IRB) requires that researchers obtain approval prior
to the use of human subjects in research.

Approval was
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sought and obtained from the IRB to survey and interview the
subjects for this project.
Development of Survey Instrument
A survey instrument to assess the extent to which
mission statements are used in decision making was developed
for this study utilizing some of the survey strategies from
Newsom's and Hayes's (1990) study, and devising other
questions to address the frequency of use of mission
statements in decision making and types of decisions which
most utilize the mission statement.

The survey listed

twenty-five different types of administrative decisions in
five categories:

academic, fiscal, personnel, student

affairs, and public relations.

Respondents were asked how

useful their institutional mission statement was in making
each type of decision.

They rated usefulness of the mission

statement on a scale of 1 to 5, 1 being not useful, 5 being
very useful.

The instrument also contained some demographic

information including position held, the number of

years in

that position, and length of tenure at their current
institution.

A comment section at the end allowed

administrators to expand on their answers if they so
desired.

Those willing to be interviewed were asked to

indicate this by checking the appropriate response (see
Appendix II).
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Governing board representatives received a similar
survey, with questions reworded to reflect systems of higher
education rather than particular institutions.

Governing

board representatives were also asked the length of their
tenure on the higher education board and how many
institutions were governed by their board (see Appendix II).
The survey instruments were critiqued by the
dissertation committee for this project and revised
accordingly. The Office of Institutional Analysis at the
University of North Dakota provided valuable expertise in
the construction of the survey instruments and the wording
of specific items.

Results of the pilot study described

below were also used to strengthen and clarify the survey
instruments.
Pilot Study
A pilot study was conducted at the University of North
Dakota-Lake Region to test the administrator survey
instrument and obtain feedback concerning clarity of items,
relevance, and time needed to complete the survey. The
Executive Dean, the Dean of Instruction, the chief financial
officer and the Dean of Students were asked to complete the
survey, and make comments or suggestions concerning clarity
and validity.

The administrators were also requested to

time themselves in order to provide the research population

t. jvviX

•<

65
with an estimation of the time involved in completing the
survey.
The mission statement of UND-LR was analyzed by the
panel of faculty experts selected for this study for thu
purpose of familiarizing them with the process of analysis.
A training session was held to acquaint the panel with
Pearce's and David's (1987) proposed key elements, the
methodology used by Pearce and David in their 1987 study,
and the check sheets to be used in the actual analysis.

The

elements were discussed among the panel to reach agreement
on the meaning of each, and to come to agreement on the
stipulation that an element must be "clearly" exhibited
(Pearce & David, 1987, p. 112) in order to be noted for a
particular mission statement.
Data-gathering Methods
Upon notice of approval from the IRB, surveys were
mailed to the target population, accompanied by an
explanatory cover letter and a postage-paid, preaddressed
return envelope (see Appendix I ) .

The letter requested that

the surveys be returned within two weeks.

Surveys were

coded so that follow-up letters and surveys were mailed only
to those who did not respond the first time.

A second

mailing was sent to those administrators and board members
who did not respond to the first mailing (see Appendix I).
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A third mailing proved unnecessary, as sufficient response
was obtained from the first two mailings.

Those who

participated were able to request results of the research.
Content Analysis
"Content analysis is any research technique for making
inferences by systematically and objectively identifying
specified characteristics within text"
&. Ogilvie,

1966, p. 4) .

(Stone, Dunphy, Smith

Although content analysis can be

extremely complex, for this research project the process was
kept straightforward, and utilized a similar methodology as
Pearce and David (1987).

Mission statements of each

university were obtained from current college catalogs,
except the University of South Dakota's mission statement,
which was obtained from the Board of Regents' Office (see
Appendix V ) .

Statements were retyped and all institutional

and state identifiers were omitted in order to prevent any
bias from occurring during the analysis.

Statements were

color-coded to provide identification to the researcher, and
a check sheet of the same color was paired with the mission
statement.

A training/orientation session with the panel of

experts was held to acquaint the panel with Pearce's
elements and methodology, the check sheets used in the
analysis, and the actual process, as described above in the
pilot study.

The mission statement of UND-Lake Region was
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analyzed during the orientation session in order to provide
an example of the process.
The eight mission statements from the target population
institutions were analyzed against Pearce's and David's
(1987) eight key elements to determine which, if any, of the
elements appeared in each statement.

No gradation of

existence of the elements was assessed; in other words, an
element was either "clearly exhibited"
1987, p. 112) or it was not.

(Pearce & David,

Analysts marked check sheets

to indicate "presence" or "absence" of a particular element
(see Appendix IV).
Interviews
Survey participants who indicated a willingness to be
interviewed were contacted and interviewed following the
return of the survey to confirm and clarify results of the
survey, and to obtain additional data (see Appendix III).
Interviews were conducted over telephone and recorded with
participants' permission.

The research questions addressed

particularly in the interviews were administrators' reasons
for the frequency with which they used their mission
statements in decision making, and effects of content on
usefulness.

Participants were also asked questions

concerning the process used to compose mission statements
and how mission statements and budgeting affect each other

“
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in decision making.

Board members were asked slightly

different questions reflecting systems of higher education,
and consistent with the different positions occupied by
board members as opposed to administrators.
Data Analysis
Analysis of the survey data included generation of
frequency distributions for variables which included
position held, number of years in position and at that
institution,

familiarity with the mission statement, and

frequency of consultation of the mission statement.
Frequency distributions were also generated for each
decision item across levels of usefulness.

The twenty-five

decision items were sorted by decision type (academic,
fiscal, student affairs, personnel, and public relations)
and a mean usefulness score obtained for each type of
decision.
Differences in mean usefulness scores for each decision
type by position held were calculated using a one-way
analysis of variance.

Differences were also calculated for

all decision types by position held.
The effect of the subjects' familiarity with their
mission statements was tested against average usefulness in
each of the five decision type areas using t-tests to
determine if the level of familiarity had any effect on the
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usefulness of the mission statement for each decision type
as well as overall.

The frequency with which administrators

consult their mission statements was compared to average
usefulness scores for each decision type, and overall, using
a one-way analysis of variance.

T-tests were performed on

the same variables, comparing differences in mean usefulness
scores among the five decision types by the frequency of
consultation of the mission statement.

A significance level

of p = .05 was used for all statistical analyses.
Mean usefulness scores were obtained for each decision
type for board members.

Because of small sample size, no

other statistical measures were appropriate.
Content analysis of each mission statement yielded data
concerning the presence or absence of each of Pearce's eight
elements.

A raw score for each element in the mission

statements was obtained by adding the number of times an
element was indicated as "present".

Raw scores for each

element were totaled to give a single score for each mission
statement.

A score of "elements present" as determined t /

at least three of the four analysts was also generated.
These scores were compared to mean usefulness scores of each
decision type, and frequency of consultation of the mission
statement to determine the effect of content on usefulness

•i
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and frequency of use.

Because of the small sample size,

regression analysis was not used.
Interview transcripts were analyzed by coding and
categorizing as described in Glesne and Peshkin (1992),
Goetz and LeCompte (1984) and Miles and Huberman (1984).
Transcripts were read several times and coded; codes were
combined and categorized.

Categories were grouped into

themes to be analyzed in the context of the survey data and
the content analysis results.

CHAPTER IV
PRESENTATION OF THE DATA
The purpose of this study was to examine the role of
the mission statement in administrative decision making in
higher education, and the relationship between mission
statement content and utilization.
The specific research questions were:
1.

How do university-level administrators and members of

higher education governing boards use their mission
statements when making decisions?
2.

For what types of decisions do administrators find

mission statements to be more useful, e.g. academic-related
decisions vs. fiscal decisions?
3.

What is the effect of content of a mission statement on

perceived usefulness, using Pearce's eight elements for
comparison?
4.

What are the reasons given by administrators for the

frequency with which they use their mission statements in
decision making and the types of decisions for which mission
statements are most consulted?
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The data to address these research questions were
obtained from a survey developed specifically for this
study, from interviews with university-level administrators
and governing board members, and from the analysis of the
content of the mission statements of the participant
universities.

The original population included Idaho State

University, University of Idaho, Montana State University,
University of Montana, North Dakota State University,
University of North Dakota, South Dakota State University,
University of South Dakota and University of Wyoming.

After

the first mailing, the researcher was contacted by an
official of Montana State University who, on behalf of the
University's administration, declined to participate in the
research.

Data reported in this chapter does not,

therefore, include Montana State University.
Administrators were mailed surveys in September 1996,
with the request to return them within two weeks.
mailing yielded a 72% return.

The first

A follow-up mailing was sent

in October 1996 to those administrators who did not respond
the first time.

The second mailing yielded an additional

28% return; however, one of those surveys came from Montana
State University and was subsequently eliminated, resulting
in an additional 25% return instead of 28%.

With the

elimination of Montana State University, the target

I
i
I
i

73
population of administrators dropped to 32.

Thirty-one

surveys of the revised target population of 32 were
ultimately completed, for a return rate of 97%.

Two of the

surveys received proved unusable due to lack of response on
most items.
Board members, including board presidents or executive
directors and one other board member-', were sent similar
surveys, reworded slightly to reflect systems of higher
education rather than specific institutions (see Appendix
II).

The first mailing produced 50% rate of return.

follow-up mailing yielded an additional 10%.

A

Failure to

obtain responses from Idaho board members resulted in
mailings to two other board members, who also did not
respond to either initial or follow-up mailings.

A return

rate of 60% was achieved for board members.
Survey Data
Thirty-one administrators returned surveys.

Within

this population, an even distribution of positions resulted:
eight presidents, eight chief academic affairs officers,
eight chief fiscal affairs officers, and seven chief student
affairs officers.

Administrators accounted for 84% of the

total population; board members comprised the remaining 16%.
Distributions of the population are described in Table 1.
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Table 1
Distribution of Administrators and Board Members
N

%

Position
State Board
Administrators
President
Chief Academic Officer
Chief Student Affairs Officer
Chief Fiscal Affairs Officer
Total of Administrators

6

16

8
8
7
8
31

22
22
18
22
84

TOTAL NUMBER OF SUBJECTS

37

100

All administrators and board members surveyed indicated
at least a moderate level of familiarity with their mission
statements, and nearly one-third of them (32%) were very
familiar with their statements (see Table 2).
familiarity corresponded with

Levels of

"I know the gist of it" for

fairly familiar, and "I could reconstruct most of it (them)
from memory" for very familiar (see Appendix II).

None of

the administrators or board members indicated a lack of
familiarity with their mission statements.

Slightly fewer

than one-fourth (24%) of the administrators and board
members, however, indicated that they consulted their
statements more than half the time when making decisions,
and over one-third of them (38%) indicated that they
consulted their statements less than 10% of the time (see
Table 2).
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Table 2
Levels of Familiarity and Frequency of Use of Mission
Statements
N
Familiarity With Mission Statement
Very Familiar
Fairly Familiar

%

12
25

32
68

How Often Mission Statement is Consulted
Less than 10% of the time
14
7
10% to 24% of the time
6
25% to 49% of the time
6
50% to 74% of the time
3
More than 75% of the time
1
Missing

38
19
16
16
8
3

Administrators and board members rated different
decision types on a Likert-type scale measuring the
usefulness of their mission statements.

The scale ranged

from 1 to 5, with 1 being Not Useful and 5 being Very Useful
(see Appendix II).

Subjects indicated N/A if they did not

normally make decisions concerning certain situations.
Decision types were grouped into five areas:

academic,

student affairs, fiscal, public relations, and personnel.
Items were arranged in order, with every fifth item
belonging to a particular category.

Items 1, 6, 11, 16 and

21 were students affairs decisions.

Items 2, 7, 12, 17 and

22 were fiscal decisions.
academic decisions.

Items 3,

8, 13, 18 and 23 were

Items 4, 9, 14, 19 and 24 were
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personnel decisions.

Items 5, 10, 15, 20 and 25 were public

relations decisions.
Table 3
Frequencies of Usefulness of Mission Statements for 25 Situations by
Decision Type
Not
Useful
Situat ion

2

3

N' (%)

N (%)

Academic Decisions
Q3
Add or cut programs
Add remedial courses
Q8
Q13 Retain remedial courses
Q18 Denying new programs
Q23 Change gen. educ. req.

1 (3)
4 (11)
6 (16)
1 (3)
4 (11)

0
6 (16)
4 (11)
0
1. (3)

3 (8)
8 (22)
10 (27)
4 (ID
3 (8)

Student
Q1
Q6
Qll
Q16
Q21

6
7
8
4
7

(16)
(19)
(22)
(11)
(19)

4
5
4
4
3

(11)
(14)
(11)
(11)
(8)

12
13
11
11

Decisions
Funding library
3
Allocating raises
8
Privatizing services
13
Cutting auxiliary serv. 6
Branch endeavors
4

(8)
(22)
(35)
(16)
(11)

5
5
7
9
0

(14)
(14)
(19)
(24)

7
12
6
5
8

Fiscal
Q2
Q7
Q12
Q17
Q22

Affairs Decisions
Funding minority prog.
Service to disabled
Student health serv.
Student retention
Expanding counseling

Public Relations Decisions
Student retention
Q5
Q10 PR materials design
Q15 Lobby legislators
Q20 Expanding extension
Q25 Planning capital funds

4 (11)
1 (3)
4 (11)
2 (5)
3 (8)

3 (8)
1 (3)
4 (11)
2 (5)
3 (8)

Personnel Decisions
Q4
Recruit new faculty
Promoting faculty
Q9
Q14 Granting tenure
Q19 Evaluating staff
Q24 Faculty retention

4
5
6
8
3

4
4
5
5
5

(11)
(14)
(16)
(22)
(8)

(ID
(11)
(14)
(14)
(14)

4

N (%)

(32)
(35)
(30)
(30)
12 (32)
(19)
(32)
(16)
(14)
(22)

7 (19)
12 (32)
11 (30)
3 (8)
2 (5)
6
7
7
9
6

(16)
(19)
(19)
(24)
(16)

N (%)
11
5
3
12
9

Very
Useful
N (%)

(30) 18 (49)
(15)
2 (5)
(8)
2 (5)
(32) 14 (38)
(24) 13 (35)

3 (8)
2 (5)
1 (3)
4 (11)
6 (16)

5 (14)
1 (3)
0
5 (14)
0

8 (22)
6 (16)
3 (8)
0
0
1 (3)
3 (8)
1 (3)
10 (27) 10 (27)
9
8
4
14
10

(24)
4 (ID
(22)
7 (19)
5 (14)
(11)
(38) 10 (27)
(27) 10 (27)

10
8
6
8
6

(27)
(22)
(16)
( 22 )
(16)

4 (11)
1 (3)
2 (5)
3 (8)
3 (8)

N does not always add up to the same number because some administrators
indicated N/A on certain itams.

Specific items regarding the addition or deletion of
programs (Q3 and Q18), both academic decisions, drew the

77
highest usefulness response (see Table 3).

Items regarding

the privatization of institutional services, and cutting
auxiliary services (Q12 and Q17), both fiscal decisions,
rated the lowest of the 25 situations in terms of usefulness
of mission statement.
Not surprisingly, administrators found their mission
statements to be most useful in making academic-related
decisions, with an average usefulness score of 3.72
Table 4).

(see

Administrators found mission statements to be

virtually as useful in making public-relations types of
decisions as academic decisions.

Although the two items

which scored lowest in usefulness, Q12 and Q17, were both
fiscal decisions, overall administrators rated mission
statements least useful in making student affairs decisions.
Table 4
Situations
Situation Type

Academic Affairs
Student Affairs
Fiscal
Public Relations
Personnel
Overall

N

Mean

33
33
35
35
34
35

3.72
2.73
2.91
3.71
2.90
3.24

St. Dev.

0.98
1.06
1.02
0.94
1.11
0.90

Max

Min

1.0
1.0
1.0
1.0
1.0
1.0

5.0
5.0
5.0
5.0
5.0
4.6

Although there was some disparity among different
administrators as to the types of decisions for which

kw».* ■*>**«*••••*'
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mission statements were considered most useful, the
differences were not statistically significant (Table 5).
Table 5
Differences in Average Usefulness Scores of Five Decision Areas by
Administrative Position
Decision Type

N

Mean

df

Academic Affairs
President
Academic Officer
Student Affairs
Fiscal Affairs
Board Member

8
7
5
7
6

4.03
3.55
2.88
3.78
4.14

4, 28

1.55

Student Affairs
President
Academic Officer
Student Affairs
Fiscal Affairs
Board Member

8
7
6
8
4

3.08
2.52
2.43
2.57
3.15

4, 28

0.57

.69

Fiscal
President
Academic Officer
Student Affairs
Fiscal Affairs
Board Member

8
7
6
8
6

2.93
3.06
2.27
2.79
3.50

4, 30

1.17

.35

Public Relations
President
Academic Officer
Student Affairs
Fiscal Affairs
Board Member

8
7
6
8
6

3.83
3.60
3.39
3.71
3.98

4, 30

0.32

.86

Personnel
President
Academic Officer
Student Affairs
Fiscal Affairs
Board Member

8
7
6
8
5

3.58
2.94
2.17
2.90
2.64

4, 29

1.60

.20

Overall
President
Academic Officer
Student Affairs
Fiscal Affairs
Board Member

8
7
6
8
6

3.47
3.13
2.67
3.20
3.71

4, 30

1.19

.34

p > .05

F

P
.21
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Presidents and state board members rated mission statements
most useful overall; student affairs officers rated them
least useful.

Among decision types, presidents and state

board officers rated mission statements most useful for
academic decisions.

Academic affairs officers found them

most useful for public relations decisions (see Table 5).
Table 6
Differences in Average Usefulness Scores of Five Decision
Areas by Familiarity with Mission Statement
N

Mean

df

Academic Affairs
Very Familiar
Fairly Familiar

10
17

3.79
3.54

25

0.62

.54

Student Affairs
Very Familiar
Fairly Familiar

10
19

3.10
2.44

27

1.68

.11

Fiscal
Very Familiar
Fairly Familiar

10
19

3.02
2.66

27

1.04

.31

Public Relations
Very Familiar
Fairly Familiar

10
19

4.14
3.39

27

2.13

.04*

Personnel
Very Familiar
Fairly Familiar

10
19

3.52
2.64

27

2.08

.04*

Overall
Very Familiar
Fairly Familiar

10
19

3.50
2.96

27

1.65

.11

*p < .05

t

P
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Familiarity with one's mission statement affected its
usefulness in all five decision types, but significantly so
for public relations and personnel decisions.

Those who

were very familiar with their mission statements tended to
rate them higher on usefulness for public relations and
personnel decisions than those who were fairly familiar with
their statements (Table 6).
Table 7
Differences in Average Usefulness Scores of Five Decision
Areas by How Often Mission Statement is Consulted, Greater
or Less than 10%, Administrators Only
N

Mean

df

t

Academic Affairs
Less than 10%
10% or more

13
14

3.42
3.82

25

1.06

Student Affairs
Less than 10%
10% or more

13
16

2.18
3.07

27

Fiscal
Less than 10%
10% or more

13
16

2.32
3.17

27

2.92

.007*

Public Relations
Less than 10%
10% or more

13
16

3.15
4.06

27

2.85

.008*

Personnel
Less than 10%
10% or more

13
16

2.14
3.60

27

4.23

<.001*

Overall
Less than 10%
10% or more

13
16

2.66
3.54

27

3.06

.005*

P
.300
!
i
i
i

2.53

.017*
1

* p < .05

'j
!
t
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Administrators who consulted their statements more
often than 10% of the time considered them more useful than
those who consulted them less than 10% of the time.

This

finding held true for all decisions types except for
academic affairs, and was also true overall (Table 7).

The

most significant difference occurred in personnel decisions.
Data were not reported in this area for board members
because of small sample size.
Although mission statements are considered useful for
academic decision making based on the relatively high
average usefulness score, there is no significant
relationship between usefulness, familiarity with the
statement, and how often the statement is consulted for
academic decisions.

Administrators who consult their

mission statements less than 10% of the time, however, still
rate their statements relatively high in usefulness for
academic decisions.
Content Analysis
Eight mission statements from the participating
institutions were analyzed by the researcher and a panel of
three faculty experts against the elements proposed by
Pearce and David (1987) to determine their presence (see
Appendix IV).

Consistent with the methodology used by

Pearce and David (1987), analysts used a criterion of

"clearly present" to determine an element's presence or
absence.

At least three of the four analysts had to

indicate presence of an element.

A total score of elements

marked present was also computed (Table 8).
Table 8
Number of Analysts Rating an Element Present by Institution,
Total Number of Elements Deemed Present, and Mean Scores of
Elements

Element

Institution
2
1
3
4

5

6

7

8

Mean

1. Target
Clientele

0

1

4

0

1

3

2

1

1.5

2. Products
and Services

4

4

1

4

0

4

4

4

3.1

3. Geographic
Domain Served

4

2

4

3

3

4

4

4

3.5

4. Growth &
Development

1

0

2

0

1

0

0

1

0.62

5. Philosophy,
inst. beliefs

3

4

4

3

4

4

4

3

3.6

6. Inst, selfconcept

2

3

4

3

4

3

4

3

3.2

7. Public image
& reputation

2

1

3

1

3

2

2

2

2.0

8. Technologies
used

3

1

3

1

3

3

1

4

2.4

Number of
elements present*

4

3

6

4

5

6

4

5

4.6

Total Score

19

16

25

15

19

23

21

22

20.0

*as determined by 3 or more analysts

1
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Number of elements identified as present by three or
more analysts ranged from 3 to 6 out of a possible 8, with
an average of 4.6.

Total elements indicated, the sum of all

those elements marked present by any of the analysts, ranged
from 15 to 25 out of a possible 32, with an average of 20.0.
Average scores for each element ranged from 0.62 (Element 4)
to 3.6 (Element 5; see Table 8).
Comparisons between the average usefulness score as
determined by the survey and the number of elements present
indicated a negative relationship.

The more elements deemed

to be present in an institutional mission statement, the
less useful it was rated by its institution's
administrators.
Table 9
Average Usefulness Scores for Eight Institutions By Decision
Type and Total Scores of Elements Present

Inst,

1
2
3
4
5
6

7
8

Acad.

Stu.
Aff.

3.88
3.45
3.15
4.22
3.40
3.95
3.10
4.09

Fiscal

2.47
2.87
2.70
2.90
3.04
2.80
2.40
2.07

PR

2.90
3.03
2.05
3.04
3.42
2.60
2.72
2.70

Pers.

3.53
3.83
3.10
3.95
3.70
4.15
3.80
2.93

Overall

2.67
2.99
2.61
2.72
4.27
3.15
2.85
2.43

Total
Score

3.25
3.26
2.65
3.32
3.61
3.33
2.97
2.83

19
16
25
15
19
23
21
22
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For example, although Institution 3 had the highest total
element score (25), its administrators rated its mission
statement lowest in usefulness among the eight institutions
(2.65 average usefulness score).

Institution 4, however,

scored only 15 on total elements, yet its administrators
rated its mission statement at a usefulness score of 3.32,
relatively high (see Table 9).
There was no statistically significant relationship
between the number of elements present in the mission
statement and how often administrators consulted their
mission statements.

The distinctly negative relationship,

however, is apparent again; the more elements present, the
less frequently administrators tend to consult their
statements (Table 10).
Table 10
Frequency of Consultation of Mission Statement by Number of
Elements Present in Mission Statement
Three
N (%)

Four
N (%)

Five
N (%)

Six
N (%)

< 10%
10% - 25%
25% - 50%
50% - 75%
> 75%

2 (50)
1 (25)
1 (25)
0
0

4 (36)
3 (27)
1
(9)
2 (18)
1
(9)

3
1
2
0
1

(14)

5 (62)
0
0
2 (25)
1 (12)

< 10%
> 10%

2 (50)
2 (50)

4 (36)
7 (64)

3 (43)
4 (57)

5 (62)
3 (37)

Number of Elements
Present
Frequency of
consultation

(43)
(14)
(29)

..................

-

-
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Administrator Interviews
Fourteen administrators agreed to be interviewed for
this research.

Thirteen actual interviews were conducted,

as one administrator's schedule did not permit an interview.
Interviews were conducted over the telephone, with 12 of the
13 agreeing to be tape-recorded.

Data from the 13th

interview were transcribed from notes taken at the time of
the interview.

Interview questions appear in Appendix III.

Recorded interviews were transcribed and analyzed for
emergent themes as described in Miles and Huberman (1984) .
Four emergent themes were identified through coding and
categorizing the data.

The first theme emerged from

comments regarding the wording of mission statements and its
effect on the clarity or usefulness of the statement.

The

second theme emerged from references to the effect of the
historical bases of the mission statements on their content.
Historical bases consisted of references to an institution's
past tradition, enabling legislation, or charter.

The third

theme encompassed comments about the various communities
served by an institution, and the use of the mission
statement as a device to communicate to these different
communities.

The fourth theme referred to statements that

indicated that the institutional mission statements had not
been composed by the administrators themselves, or that they
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had had little involvement in the process.

In some cases,

administrators had no involvement at all in crafting their
mission statements.

The themes were labeled

"content/characteristics", "historical basis",
"community/communication", and "not my own", shorthand terms
for more convenient reference.
Interview data regarding the first emergent theme,
content/characteristics of mission statements, clustered
around two categories.

Administrators shared a desire for a

statement with a vision for future direction, as well as a
desire for clarity, specificity and uniqueness.
I would prefer a somewhat more focused mission
statement than the one we have.

I don't chink

it's focused sufficiently to give particularly
effective direction, particularly in periods when
higher education is downsizing and shifts are
occurring.

I just like to see things straight forward and
laid out the way it is ...

I really think that we ought to be more specific
in our mission statements so that we can assist
faculty and staff in focusing priorities.
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I think the mission statements, to be a little
better, I think need to be more tailored to the
specific institution...
Not all administrators were advocates of specificity,
however, noting that a too-specific statement can be
restrictive and a handicap.
I think [the current mission statement] is much
better than the one I was associated with [at a
different institution], which was far more
comprehensive than we probably needed a mission
statement to be.

It was useful but was too

specific...

I think it should be a document within which the
university direction and forces can fit.

It

should not be specific, it has to be visionary in
its tone...
A desire for a visionary statement was expressed by others
as well:
We have to have a process that creates a heck of a
lot more vision before we sit down and do a
mission statement.
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We've created for ourselves a much better
operational statement we call a vision statement
that really, I think is the one that, it is more
like what an institution would construct for
itself...
A second theme, labeled "historical basis", reflected
categories and codes that referred to the historical and
originally chartered mission of an institution.
Administrators believed that an institution's history,
tradition and charter had an influence on the missions of
their institutions.

This theme was stronger among the land-

grant institutions, but appeared in interviews from nonland-grant institutions as well.
I think most institutions' mission statements are
either the results of their charter or the result
of some legislation...They're really a historical
base in many respects for the institution itself.

Just imagine if you were trying to start a
college, you would have to have some clear
statement of what it is you are trying to do.
I think that lasts throughout your history.

And
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[The current mission statement] will say things
about responding to the traditions and values of
being a land-grant university...

We have a very official statement... and it's
basically taken from our enabling
legislation... and it defines the institution.
A third theme involved reference to the community, both
internal and external.

Administrators viewed the mission

statement as a device for communicating aims and purposes of
higher education to the various communities.
I like to see a mission statement as a tool for
communicating to potential students, but I also
understand that in today's world you want to
communicate with the people that are inside the
organization and going through the process of
producing a mission statement that produces that
kind of communication.

...we're trying to get away from mission
statements that carve out a piece of the program
pie and give more to mission statements that are
oriented towards telling the community within the

90
university what we are while focusing on
communicating with potential students.

...we see [the mission statement] as an essential
feature of articulating to a wider community the
common goals and vision as the direction that a
university is supposed to take...
A fourth theme consisted of references to direct
involvement in crafting or revising mission statements, and
was termed "not my own", referring to administrators having
to use statements that they themselves had not written, or
been involved extensively in revising.

Some of the

administrators had not been at their current institutions
long enough to have participated in revision of their
mission statements, others had served on committees to
revise statements and contributed only a small amount to the
process, and still others had statements imposed upon them
by their governing boards.
...I think in 1992, just before I came, there was
something very minor done [to revise the
statement] but I'm not really sure what it was.

...[The most recent revision] happened just before
I came.
I
\
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I was involved only in the final drafts because
I'd just gotten there.

...I'd have to say that it's [my involvement with
the revision process] only because I'm part of
another group that's looking at things ... I t 's
coming primarily through the academic side of the
house.

When I came to the university... they were just
completing the process... they had, I think, a 30person committee...you know, sometimes
universities opt for representativeness because
different kinds of values get recognized...I took
a hand at editing it, inserting some words, that
sort of thing.

...it [the mission statement] was reviewed
primarily by the presidents and the state board of
education.

We have a very official statement and it's one
that has been approved by the [state board] and
it's basically taken from our enabling
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legislation...We've created for ourselves a much
better operational statement we call a vision
statement that really, I think, is the one
that...it is more like what an institution would
construct for itself...it is probably more like
what we would construct if totally left to our own
volition.
When asked if they felt that their institutions would
have mission statements even if not required by state boards
or accrediting agencies, virtually all of the administrators
felt that mission statements were important to have in
higher education, and would have one even if not required by
external entities.

As noted above in the first theme of

"content/characteristics", several administrators noted that
their statements were "vague",

"generic", and "very broad",

implying that their usefulness in decision-making was
limited.

Administrators also pointed out, however, that the

nature of their institutions, that is, public universities,
implied a broad and comprehensive mission; therefore mission
statements of such institutions would likely be broad and
encompassing.
Comments regarding the relationship of mission to
budget yielded an almost even split over which was dominant
in terms of decision-making.

Fiscal affairs administrators
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tended to be of the opinion that budget drove the mission
and subsequent decision-making, but other types of
administrators expressed the same view:
I think the bottom line, it comes down to
budget...I would say that [mission and budget]
work interactively, but when you get down to the
final last step, my feeling is it's a budget
decision.

...we're so underfunded...so we pay attention to
our pennies and would probably devote more time
and attention to budget than we should.
Other administrators felt that the mission was the primary
force behind decision-making:
The budget should follow the mission statement.
If it doesn't, there's something wrong.

...I think your long-term goals should be dictated
by your mission statement... Then you should work
your annual budget process against your long-term
goals.
Still others felt that decision-making was a result of both
budget and mission:
I won't say that it's clearly one over the other.
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I think that the mission statement, long-term,
drives where we're going, but I think the budget
determines to some degree the route and the length
of time it takes to get there.
Opinions also were divided over the relative importance
of the process of deriving the mission statement and the
actual product obtained.

Some administrators were strong

proponents of gathering various representatives of the
campus community to discuss mission; it was a forum that
allowed people to interact that might not otherwise meet.
The ensuing discussions provided everyone with an
opportunity to gain a broader understanding of the campus
functions beyond their own department, as well as contribute
their thoughts and ideas.

Other administrators were more

interested in the final product, however, and expressed a
desire to have a useful document come out of such campus
meetings, a document that would hold some vision for the
future and assist administrators in planning and decision
making.

Still others felt that both process and product

were important, and found it difficult to prioritize them,
citing the interaction between the two.
Another issue over which administrators had differing
experiences concerned limitations imposed upon them by their
mission statements.

Several administrators described
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situations involving lost opportunities due to the wording
of their mission statements.

The statements had boxed them

in by either a lack of specificity in a given area, or the
fact that a competing institution within their systems had
this area specifically mentioned, hence resulting in a lost
opportunity because it was "not within our mission".

One

administrator expressed the desire to keep his mission
statement vague for that very reason.
Content-related issues tended to dominate the remarks
made by administrators.

In general, most administrators

expressed a desire to have a concise, unique, and fairly
specific statement that had a visionary aspect to it, yet
did not box them in by being too specific and detailed.
Administrators at land-grant institutions were almost
unanimous in their desire to preserve their land-grant
heritage as described in their statements.

The major themes

of content, historical tradition, communicating with the
communities, and no direct involvement in composition of the
statement were echoed again and again.
Analysis of the interview data also lent itself to the
frames of organizations as proposed by Bolman and Deal
(1991).

The four frames included the structural frame, the

human resource frame, the political frame and the symbolic
frame.
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Some administrators made reference to their geographic
areas as partial determinants of mission, implying a
structural frame of reference.
...we used to define role and mission primarily as
a function of geography... if you have competing
institutions within your state...you will find
that you've carved up the regions in addition to
carving it up by discipline.
Another structural construct included reference to missions
that were determined as a part of an entire system of higher
education, whose board members were attempting to avoid
duplication of programs.

The structure of the system

influenced the decisions made by board members.
The Board...has increasingly monitored those
mission statements and used them as tools to avoid
unreasonable spread or expansion or
duplication...their language is that we must
operate as a unified system...
Human resource frame constructs contained references to
the community, including students and employees, and the
need to communicate the mission to both of these
constituencies.

Administrators also talked about the

importance of getting as many different viewpoints about
mission as possible when considering a revision or rewrite
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of the statement, further evidence of a human resource
approach.
It really involved the entire campus community in
refining this mission and goals statement... It
really brought us together.

It caused

communication between units that had never
occurred before...and I felt that the process was
certainly as valuable as the outcome.
Political frame constructs were possibly the most
numerous, as administrators made reference to the political
jockeying that occurred as statements were revised or
rewritten.
...it [a committee] had come up that the mission
statement wasn't particularly readable...you know,
when you have a representative committee, you
frequently have people who are representing turf.

I think that they're politically used...We use
them when we want to defend or attack something.

I think that it's primarily a public relations
tool.

You're trying to satisfy constituencies

within the university, so when you're compromising
as you put together a mission statement some of
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those things [subjective terms] tend to creep in
just to satisfy the people who are writing the
mission statement.
The symbolic frame was characterized by several
references to traditions, historical mission (particularly
concerning the land-grant institutions), and organizational
charters which determined much of the mission of several
institutions.

Besides these references to the past, the

symbolic frame is also apparent in the desire for a vision
for the future expressed by several administrators.
The official mission statement is basically
legislatively constructed.

It parrots very

heavily what we've been assigned...by the
legislature to be.

It's directive... it is

historical... it is useful...but it's a bit
archaic.

I think it [the mission statement] needs to
respond to new ways of knowing and learning... it
has to respond to the credibility that this
institution needs to put on the alternative
learning structures...
Symbolic references, therefore, encompassed both past
tradition and the necessity to move into the future.
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Board Interviews
Of the six board members who responded to the survey,
four board members from three states agreed to be
interviewed.

All four interviews were tape-recorded and

transcribed.

Board interviews were analyzed separately

because of some differences in interview questions (see
Appendix III), and also because of the different positions
board members occupy in the hierarchy of higher education.
Content-related comments were fairly frequent among
board members, and echoed similar concerns as
administrators.

Board members also expressed a desire for

clarity in their missions statements, and a frustration with
broad, vague statements.
The problem of mission statements is that they
tend to be very broad if the institutions draft
them, and so anything that you would ever want to
do can be argued and defended within the mission
statement context so that it's basically
meaningless for decision-making purposes.
A desire for vision to be a part of a mission statement
was also expressed by board members:
...if you equate a mission statement to the vision
of an institution, then it has a great place in
the future in higher education.
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Reference to the historical or traditional theme was
found again in reference to the land-grant mission of those
particular institutions, but was also seen as something of a
burden when missions were mandated by law.
I think that missions of institutions specifically
designated in our constitution, all good
intentions aside, I'm sure all that made a lot of
sense years ago.

Right now it ties up funding

that could be used in a different program or a
different service.
Unlike administrators, however, board members did not
make any remarks about mission statements as communication
tools or as community-building exercises.

They did tend to

comment somewhat more often on mission statements as
decision-making tools, both useful and not:
I think the mission statements...would hopefully,
at least presumably, identify the priorities which
would suggest that a campus, in building its
budget to present to the system, in turn
presenting to the legislature and the governor,
would help the entire system identify the
priorities for budget...
Board members' involvement with the composition of
mission statements was obviously at a different level than

campus administrators' involvement, and reflected the
broader powers of a state board.
...we eliminated role and scope statements
entirely and suggested that the mission statement
be in the form of a vision statement and that it
not be used to stake out territory...
This particular example indicated that this state's board
was exercising its power to both eliminate old statements,
and direct institutions as to the content of the new
statements.

Simply by virtue of their positions, state

boards appear to have a different level of involvement in
the composition of mission statements.
Actually we have accepted mission statements of
all of our campuses.

They have now all written

their own mission statements and the board has
accepted them...I wouldn't say they determined
their own missions, along with what missions that
are dictated in the constitution, they have finetuned the missions of the campuses and the board
has approved the statements.
Again, this example demonstrates that the board has a
different role in the composing of mission statements, and
is a final authority regarding the content of the statement.
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Concepts analyzed against Bolman's and Deal's

' 991)

frames were similar to those expressed by administrators.
They included references to geographical influences on
mission, implying that the structure of both the state and
the university system impacts decision-making.
Most mission statements, when they come from the
campuses, are really a statement of how a
geographical location service center wants to
provide its work.

It does not necessarily come

within the context of what is the service to the
state as a whole.
Another board member commented on the dissonance created by
constitutionally-mandated institution of forestry located in
a region of the state far away geographically from the
state's largest forests.

The structure of the situation had

created problems for decision makers.
The second frame, human resources, found expression in
board members' concern that institutional employees felt
that they were contributing to the mission of the
institution.
...you have to have a place you're headed so that
people have a sense of what their contribution to
that is at every level, and without a mission
statement it is pretty difficult to have a
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strategic plan that people can sense that they're
making a contribution to in every sense, that
they're making strides toward something.
The political frame was evidenced by board members'
references to campuses and campus administrators who
competed with each other for programs and resources, rather
than trying to work together within a unified system.

When

asked if he felt that campus administrators upheld and
supported the mission of the system as a whole, one board
member responded,

"...only to the extent that it meets their

individual campus purposes."

The same board member also

expressed a desire to see his state's institutions begin to
embrace the system concept and work together as a team,
rather than as "individual autonomous campuses who are out
to eat each other's lunch."
Another board member pointed out that enrollment-driven
formulas for funding led to increased competition for
students among institutions.

Having a well-defined mission

helped to cut down on duplication of programming, and to
some extent, competition for students.

The political

process involved whenever institutions compete for programs
or students was particularly frustrating for one board
member:

i
!
I
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i
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When we had role and scope statements the problems
we encountered were myriad because in my
estimation all they did was encourage the campuses
to engage in game-playing... I think role and scope
encourages territorialism and that's not what we
want to encourage; what we're trying to encourage
is statewide delivery of educational services to
our citizens.

I would remove words like e x c l u s i v e and primary,
all of the other fancy words that are used as a
way for people to stake out territory, to claim
that someone else is duplicating their efforts
that suggest they have exclusivity to a particular
area.
The symbolic frame was less apparent in board
interviews, possibly due to the small number of interviews.
Three board members, however, made reference to the
difficulties discovered in getting their respective campuses
to function more as a system and less as autonomous
entities, symbolic of dissonance within a system.
I think campus people are more in tune to their
campus missions than they are to a system mission.
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I'm sure there are instances when being a team
player for the system is easy and instances where
it's very difficult, because explaining that to
the people back home who don't feel the same
obligation and were not hired to fill two roles,
and it's more difficult for a CEO to balance that.
Like administrators, board members were unanimous in
their opinions that mission statements were necessary and
important.

A need for clarity and vision as desirable

qualities in a mission statement was also expressed by board
members.

The relationship between budget and mission

elicited similar comments from board members as from
administrators; no clear consensus appeared on which
prevailed in decision-making.

One board member admitted

that he did not think his board consciously considered
missions of the various institutions at all when working on
the budget.
Differences between board members and administrators
were apparent when loyalty to campus mission vs. system
mission was discussed.

Not surprisingly, most

administrators felt that their respective governing boards
were not always supportive of campus missions; indeed, one
administrator wondered if his governing board even knew what
missions and mission statements were all about.

Board

J
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members, on the other hand, expressed frustration over
institutions that competed instead of cooperated with each
other, disregarding the mission of the system.
The themes of "content/characteristics" and
"historical" were found in both administrator and board
interviews.

Although the theme "not my own" was present in

both board and administrator interviews, the different
positions occupied by board members and administrators were
apparent.

Board member interviews tended to reinforce the

idea that the board has a stronger position and exercises
more authority in the writing of mission statements.

In

addition, administrator interviews contained a theme of
"communication/community", which was not apparent in board
interviews.
All four frames within the Bolman-Deal (1991) theory
were present in both sets of interviews.

Examples of

structural, human resources, political and symbolic frames
were touched on by both board members and administrators.
Summary
The first research question, which dealt with how
administrators and board members use their mission
statements, was answered primarily by the survey instruments
and the interviews.

Administrators and board members all

tend to be fairly familiar, if not very familiar, with their

\
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mission statements, but tend to consult them less than half
the time when faced with making decisions.

The desire to

have a usable statement was expressed in interviews with
administrators, to the extent that at least two
institutions' administrators had written their own
statements to assist in planning and decision-making.

These

statements were intended to augment and clarify the official
statements published in documents for public viewing.
Statements were used in a variety of ways.

Keeping an

institution on track, providing a vision for the future, and
informing the various communities, both internal and
external, about an institution's work were just some of the
uses described by administrators and board members.
The second research question, regarding the decision
types for which mission statements were felt to be more
useful, was addressed by the survey instrument, which
contained twenty-five decision situations in five
categories: academic, student affairs, fiscal, public
relations, and personnel.

Mission statements were

discovered to be most useful in making academic and public
relations decisions, and least useful in making student
affairs decisions.
The third research question dealt with the specific
content of mission statements, and was answered by analyzing

.
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the contents of each mission statement against a taxonomy of
elements proposed by Pearce and David (1987).

The content

analysis discovered that statements containing more of
Pearce's and David's elements rated less useful among
administrators and board members than those statements which
contained fewer elements.

The content analysis also

indicated that statements containing more elements were
consulted less frequently than statements containing fewer
elements.

Although the negative correlation was consistent

and distinct, however, it was not statistically significant.
The fourth research question, regarding reasons for
using or not using mission statements, was addressed
primarily by the interviews.

Administrators and board

members alike expressed the opinion that most mission
statements were lacking in the specificity, clarity and
visionary aspects desired in decision making.

All

administrators and board members thought, however, that
mission statements were important documents for institutions
to have.

CHAPTER V
DISCUSSION, CONCLUSIONS AND RECOMMENDATIONS
The purpose of this study was to examine the role of
the mission statement in administrative decision making in
higher education, and the relationship between mission
statement content and utilization.
The specific research questions were:
1.

How do university-level administrators and members of

higher education governing boards use their mission
statements when making decisions?
2.

For what types of decisions do administrators find

mission statements to be more useful, e.g., academic-related
decisions vs. fiscal decisions?
3.

What is the effect of content of a mission statement on

perceived usefulness, using Pearce's eight elements for
comparison?
4.

What are the reasons given by administrators for the

frequency with which they use their mission statements in
decision making and the types of decisions for which mission
statements are most consulted?
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The population for this research consisted of
presidents and vice-presidents from eight doctoral-granting
public universities in the upper mid-west: Idaho State
University, University of Idaho, University of Montana,
North Dakota State University, University of North Dakota,
South Dakota State University, University of South Dakota
and University of Wyoming.

The population also included

governing board presidents and one other member of each
state's governing board for higher education.
Each subject was asked to fill out a survey about
usefulness of mission statements (see Appendix II).

Those

subjects who agreed were also interviewed to obtain
additional data and to clarify data obtained from the survey
instrument (see Appendix III).

Other data were obtained by

the analysis of each participating institution's mission
statement by the researcher and a panel of faculty experts
(see Appendix IV).

Comparisons were drawn among the

different data sources to address the research questions.
Question 1, how administrators used their statements, was
answered primarily by the survey instrument and the
interviews.

Question 2 addressed the types of decisions for

which statements were found to be the most useful, and was
answered by the survey instrument.

Question 3, concerning

content of statements and their subsequent usefulness, was

Ill
addressed by the content analysis of each statement by the
researcher and the panel of faculty experts.

Question 4,

reasons given by administrators, was answered by interview.
Discussion of Research Questions
1.

Although administrators do not seem to consciously

consult mission statements with great frequency, the
statements nevertheless appear to have some usefulness and
provide some guidance, particularly for academic and public
relations decisions.

One administrator expressed these

thoughts on his survey instrument:

"I don't read it each

time, but its provisions are in my mind as I make decisions
[emphasis his]."

The infrequency of consultation of the

statement appears to be because administrators are familiar
enough with them not to have to consult them consciously;
their institution's mission is as much a part of their dayto-day thought process as anything else.

The data also

indicate, however, that those who consult their statements
more frequently find them more useful (Table 7) for all but
academic decisions.

Administraters might find their mission

statements to be of more use to them if they consulted them
more frequently for decisions other than academic ones.

As

Mouritsen (1986) pointed out, a conscious desire to fulfill
a mission statement is crucial to the organization, and a
lack of consultation of a statement may indicate a lack of
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commitment to it.

Administrators may also not consult their

statement more frequently because they are not particularly
committed to the mission of their institution as described
in their statements.
2.

Although differences in usefulness across decision

types were not statistically significant, it is apparent
that administrators found their mission statements somewhat
less useful for decisions concerning student affairs.
Content analysis of the statements discovered a relatively
low mean score for Element 1, which defined the target
population or type of student an institution was hoping to
attract with its offerings.

Mission statements may not be

useful in making student affairs-related decisions because
little attention is paid to students in the verbiage of the
statements.

Designing programming for students that is in

keeping with the institution's mission would be increasingly
difficult in view of the lack of specificity in this area.
The mission statements' lack of more direct reference to
students may indicate a lack of commitment to their needs.
It may also be that students are not dealt with in more
specific terms in the statements used in this research
because all oi the institutions involved are public
comprehensive un; •arsities with broad admission policies
that deliberately do not define a specific population of
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students toward which the institution's programs are
directed.
That mission statements are found to be most useful in
making academic decisions is not surprising.

Content

analysis rated the presence of Element 2, which concerned
the products and services offered by the organization,
relatively high.

Products and services, translated into

higher education commodities of academic programs, research
projects and service centers, were found to be clearly
stated in six of the eight mission statements.

Academic

decisions concerning the programs and services offered by an
institution would thus have much clearer guidelines than
student affairs-related decisions.

Since academic issues

are central to a university's function, however, its mission
statement obviously should contain direct reference to these
issues.

That mission statements would clearly identify an

institution's academic nature is not surprising.

What is

surprising, however, is that two of the institutions
researched did not clearly mention this element in their
mission statements; one institution (number 3) was deemed to
have this element present by only one analyst.

The other-

institution (number 5) did not receive a single designation
in this element category from any of the analysts (see Table
8).

One might assume that "it goes without saying", but the

i
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finding is even more surprising in light of the need for
higher education administrators to find their institutional
niche (Leslie & Fretwell, 1996).

The impression is that

neither of these institutions have a niche, or that their
niche is the size of the Grand Canyon.
3.

Content analysis of each institution's mission

statement revealed an average number of key elements present
in each statement, as well as a total score of elements as
determined by analysts.

Elements rating highest in presence

were Element 2, products and services; Element 3, concerning
the geographic domain served by the institution, Element 5,
institutional philosophies/beliefs; and Element 6,
institutional self-concept.
The impact of the presence of Element 2 (products and
services) was discussed above.

Element 3, geographic area

served, also scored high on the content analysis.
student body targeted by the institutions

Like the

(Element 1), the

geographic domain specified by each mission statement tended
to be broad and comprehensive, usually beginning with
reference to the state and/or region and often including a
reference to the nation or the world.

Unwilling to restrict

themselves to a small parochial group or strictly local
domain, these institutions keep broad parameters in mind
when considering student body and geographic area.

Again,
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this appears characteristic of the public comprehensive
universities involved in this research; however, it is not
an area in which specificity is of much help to
administrators in decision making.

The latest technological

advances in the deliverance of academic programs and
services are making geographic boundaries all but disappear.
Specifying a geographic region that is served by a
particular institution may be an artifact of the past, as
more and more regions are able to be served by institutions
thousands of miles away.
This instance of specificity in what Bolman and Deal
(1991) would term a structural concept would clearly not be
of assistance to administrators when faced with political or
symbolic decisions.

Whether this element is important in

composing mission statements for higher education is
questionable, particularly in light of rapidly advancing
technology that is breaking down many geographic barriers.
Element 5, concerning institutional philosophies and
beliefs, rated consistently high on all statements.
Evidently some importance was attached to the need to
express the institution's values, whether at the time the
original charter was crafted or in later revisions.

This is

tempered, however, by the fact that much of the verbiage
concerning institutional philosophies and values embraced a
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belief in quality and the pursuit of excellence in
education, a notion that practically goes without saying.
After all, who strives for mediocrity?

Nevertheless, simply

having it in writing may be of assistance to administrators
in decision making.

If nothing else, it might provide a

powerful symbol to the various constituencies involved in an
institution, as discussed in Bolman and Deal (1991), but
would also involve conscious commitment to this aspect of
the mission statement (Mouritsen, 1986) .
Element 6 referred to an institution's self-concept.
As discussed in Caruthers and Lott (1981), Peters and
Waterman (1982), and Lang and Lopers-Sweetman (1991),
knowing what an organization is about and how it views
itself is a crucial component of a mission statement.

Both

Caruthers and Lott, and Lang and Lopers-Sweetman also
discuss the idea that a mission statement contain conscious
expression of what an institution feels itself not to be.
Interview data supported the presence of this element as
well, in that administrators did express the importance of
identity of their institutions, particularly the land-grant
institutions.

This identity had an effect on both their

mission statements, and the decisions that flowed from the
statements.

..v . « M k »m .v,...
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Element 6 contains both structural and symbolic aspects
as described in Bolman and Deal (1991).

Structural aspects

in self-concept include the definition of the type of
institution, such as public/comprehensive, or liberal-arts
based, or land-grant.

Symbolism is also present in terms of

the historical implications of the heritage of the landgrant institution, for example.

The culture of an

institution, as expressed by its self-concept, can be a
powerful tool for assisting in decision making.
As far as the effect of content on perceived
usefulness, the findings are somewhat contrary.

The

distinctly negative tendency between the number of elements
present and the average usefulness score of each mission
statement leads toward the conclusion that the more specific
statements are, the less useful they tend to be.

Interview

data would indicate, however, that most administrators
actually desire more specific statements, which would seem
to be contrary to the above finding.
One possible explanation is that the statements tend to
be specific in those elements that are not necessarily
helpful to administrators making decisions.

As stated

previously, elements concerning the student body and the
geographic domain served by the institution tended to be
broad and encompassing, not lending themselves well to
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guiding decision making even when present.

These elements

also address structural concepts, which would not be useful
to administrators facing political or symbolic decisions
(Bolman & Deal, 1991).
On the other hand, the desire for a statement to
contain some sort of visionary aspect or a view of the
future was expressed by several administrators during the
interviews.

Lack of a visionary aspect was confirmed by the

content analysis, which indicated that the element related
to vision and future direction (Element 4, commitment to
growth and development) rated consistently the lowest among
the statements, much lower than any other element (see Table
8).

This finding lends support to the conclusion that

although a statement may be specific in some aspects, those
aspects are not what is needed by administrators to guide
them in decision making.

One of the participating

institutions felt this lack strongly enough to have composed
their own vision statement to assist them in decision
making.

Vision, growth and development are strong symbols

of the future, necessitating a mission statement with a
strong symbolic aspect (Bolman & Deal, 1991).

Those writing

statements appear to address the self-concept elements, the
aspect of "who we are", but seem to stop at a crucial point
by not carrying on to the next step of "who we want to be".

119
4.

Reasons for using mission statements (or not using

them, as the case may be) include those mentioned above,
that is, statements containing specificity in areas not
lending themselves to decision-making, and a lack of
specificity in areas needed by decision makers.

Another

theme expressed by administrators concerned "ownership" or
authorship of the statement.

Statements were often derived

from historical documents and revised by campus committees
or governing boards as the need arose.

Although most

administrators played some role in the revision of their
statements, many had a very small part and some had no part
at all.

If the document was perceived to be somewhat

useless, it may be that the person using it had little or no
say in its contents and no opportunity to include specifics
that were important to that person's role as a decision
maker.
As mentioned in Carpenter (1987), the composition of
mission statements is fraught with political implications.
Whether university-level administrators are deliberately
excluded from this process, or because happenstance
prevented many from participating, is not clear.

Ryans and

Shanklin (1986) made a compelling argument for the writing
of mission statements as an administrative responsibility,
and called for a process that excluded representatives from
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different constituencies simply because the process became
bogged down.

The tradition of faculty governance in higher

education, however, coupled with governing board control may
have affected the role of administration in mission
statement composition and reduced it to a token effort.

The

political frame (Bolman & Deal, 1991) very likely dominates
the composition of the mission statement, resulting in a
document that actually pleases no one, particularly those
who have to use it.
Conclusions
Mission statements clearly have a role in
administrative decision making, but the role does not appear
to be as a deliberately consulted document on a frequent
basis; rather, the statement seems to have more of an
influence on decision making as a background document.

Most

of the statements are of a length to be easily committed to
memory, eliminating the need to refer to them specifically
when making decisions.

The data, however, tend to support

the idea that mission statements are perceived by both
administrators and board members to be useful and necessary
documents, even if they are not consulted frequently. This
finding is somewhat contrary to those discovered by Newsom
and Hayes (1990).

Their research discovered that most

administrators do not use mission statements much at all;

’
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although Newsom and Hayes did not ask administrators if they
thought mission statements were necessary to have.

The data

does appear to support Newsom's and Hayes' findings that
mission statements tend to be bland and vague, lacking in
specificity or uniqueness.
Consulting statements for the more obvious decisions
concerning academic issues and public relations seems
natural, but administrators do not appear to consider their
statements as often when faced with personnel or student
affairs decisions.

Whether this is because the statements

are not written in such a way as to facilitate those
decisions, or that it simply has not occurred to
administrators to do so, is unclear.

Those who do consult

statements with greater frequency, however, find them more
useful for all but academic decisions, which rated high in
usefulness anyway.

The statement may actually prove to be

more useful if consulted more frequently for less obvious
decision types.

The content of statements could also change

rather drastically if those composing the statements
considered the content in light of making future decisions
in personnel or student affairs areas, rather than simply
academic areas.
Frequency of consultation appears to indicate increased
usefulness of mission statements, as evidenced by the
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findings that administrators who use their statements more
frequently find them more useful across a broad spectrum of
decision types.

But content of a statement, as measured by

Pearce's and David's (1987) elements, does not appear to
influence either the frequency with which administrators
consult their statements or the perceived usefulness of
their statements.

The irony of specif-'city of statement and

frequency of use is apparent in the negative tendency
between the two.

Coupled with the negative tendency between

content and usefulness, these findings may also indicate
that administrators might use mission statements more
frequently if they were specific in the types of content
desired by administrators, which may or may not be the
elements proposed by Pearce and David (1987).

This

conclusion is also supported by interview data that
indicated that administrators had little actual direct input
into their current statements.

The result is that the

statements may not contain things that administrators feel
they should, because the administrators have not had the
opportunity to have much impact on the content.
Recommendations
That institutions of higher education should have
mission statements does not seem to be a controversial
issue.

Controversy does exist, however, concerning those
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who use statements, those who write them, and what should be
included in them.

Those who use statements most frequently

and with the greatest consequences should have the major
voice in their composition.

As Ryans and Shanklin (1986)

and Graham and Havlick (1994) have indicated, top
administrators should have the responsibility of writing the
mission statements for their organizations.

Ownership of a

statement cannot help but increase commitment to it, which
is crucial to the success of the organization in carrying
out its mission (Caruthers & Lott, 1981).

Without

commitment to a mission on the part of top-level
administration, the mission will fail.

Statements written

by those who use them, frequency of consultation of the
statements, and the amount of commitment to the statements
are all related to each other.
Because higher education has been caught up in great
changes, with many more expected, a mission statement must
serve as some sort of guide for administrators to look to
when deciding future direction.

The lack of a visionary

aspect in the statements analyzed in this research was
keenly felt by administrators.

Having a vision, a goal for

the future, a picture of what an institution hopes to be
some day, is clearly a necessary element in a mission
statement for higher education.

Yet maintaining ties to an
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institution's history and tradition are also important; most
of the mission statements used in this study made mention of
their respective institution's historical basis.
Statements should also be written with more than one
audience in mind.

As public relations tools, mission

statements communicate to a wide variety of constituents,
from legislators to taxpayers, to parents and prospective
students.

Within the higher education community, mission

statements communicate to students, faculty, staff and
administrators.

Each of these important groups must be kept

in mind when writing mission statements, as the statement
will speak to each group.

Inclusion of a representative

from each of these constituencies on a committee for
composing a statement is a temptation that should, however,
be avoided by administrators.

After all, in spite of the

fact that universities operate under a culture of faculty
governance, most of the day-to-day operational decisions are
made by administrators.
Guidelines for crafting mission statements are abundant
in business and corporate literature; however, higher
education does not seem to have as much guidance in this
area.

The argument could be advanced that mission

statements are not a one-size-fits-all proposition;
therefore, guidelines would need to be as diverse as the
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range of institutions that exist.

The problem with this

argument is that it applies with equal force to business,
yet corporate leaders have had no difficulty in advancing
their ideas on the subject.

Groups of higher education

administrators might be surprised at how much they agree
upon their greater mission, and what key elements should be
included in mission statements.

A proposed taxonomy of

elements for higher education mission statements would yield
a starting point for continued research in the area.
Recommendations for Further Research
This study is a first step toward understanding the
role of the mission statement in higher education
administration.

As indicated in Chapter I, however, little

empirical research exists to support claims made by many
writers that mission statements are a necessary and vital
component of a successful organization.

Additional research

in the following areas could further clarify the role of the
mission statement in higher education.
1.

A larger sample size with more institutions could

yield clearer results.
2.

A sampling of different types of institutions,

example, liberal arts colleges, community colleges or
religious-based institutions might give a different
perspective or altogether different information.

for
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3.

Researching other types of administrators,

for

example deans and department heads, would also yield
information on the usefulness of mission statements, both
institutional and divisional, as well as the relationship
between institutional and divisional mission statements.
4.

Another aspect of mission statements and decision

making to be explored in greater depth is the level of both
commitment to the statement on the part of the decision
maker, and the level of involvement in the statement's
creation on the part of the decision maker.
5.

Level of involvement in crafting a statement might

also influence its perceived usefulness by a decision maker.
As mentioned above, some of the interview data would
indicate that many of those who use statements have not had
much, if any, input into their content.

Logically, a

document in which one has actively participated in creating
would hold more significance than one imposed by someone
else.
6.

Additional research concerning specifics of content

should also be conducted to gain better insight into what
constitutes a good, useful mission statement in higher
education.

This research has indicated that specificity

concerning direction and vision of the institution's future
is important to administrators to have in a mission
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statement.
well.

Other aspects of content may be important as

A different taxonomy of content might prove to be

more appropriate than Pearce's and David’s (1987) because of
the differences in corporate organizations and higher
education organizations.

As stated previously, such a

taxonomy might not be as difficult to derive as it would
appear; administrators will likely find more commonalities
than differences when discussing mission.
7.

Other constituencies of organizations besides

administrators may use mission statements to facilitate
decisions.

Researching prospective students or employees

may also reveal how statements are used by these groups to
make decisions concerning an organization, if indeed they
are used at all.

The rapid changes experienced by higher education are
likely to have a profound influence on mission statements.
As stated above, geographic regions served exclusively by
particular institutions are already disappearing with the
arrival of distance learning technologies and virtual
universities.

No longer can an institution count on its

local constituency to keep its enrollment viable and its
programs alive.

Competition from institutions that were

previously nonthreatening will continue to grow.
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Changes in higher education will not be confined to
geographic concerns.

The composition of the student body

has already changed drastically in the past 30 years, and
will continue to do so.

The traditional 18-22 year-olds

will comprise only a part of a diverse population demanding
higher educational opportunities.

Carving an institutional

niche, finding that unique focus, will become imperative to
survival.

These changes cannot help but affect an

institution's mission.

More than ever, administrators will

need the visionary aspect to be specified in their mission
statements.
Statements will also need to be altered and revised
much more often to keep up with rapid change.

A taxonomy of

proposed elements for higher education mission statements
can serve as a blueprint for both creation and change.

A

visionary aspect is a necessary inclusion in any taxonomy of
elements for higher education mission statements, and
possibly one element most likely to need constant
examination.
Commitment to the institution's mission becomes
increasingly imperative.

The composition of a mission

statement by those people who must use it for their decision
making can ensure some commitment to the statement.

Few

-ism
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things are more compelling or determined to succeed than a
person or an institution on a mission.
The effects of these changes in higher education on
mission statements are not predictable; statements might
become even more vague to encompass virtually anything that
might happen, or their focus may be sharpened in order to
facilitate an institution in finding its niche.

Whatever

the effect may be, a regular and consistent review of the
mission and the level of commitment to it, should be
examined regularly.
With their predecessors, organizational charters and
statements of purpose, mission statements can provide
administrators with valuable insight into organizational
history, culture, philosophy and aspiration.

But there are

many other aspects to both decision making and mission
statements that must be explored before the relationship
between the two is better defined.
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APPENDIX I
COVER LETTERS
September 16, 1996
HELD(l)
FDELD(2)
Dear FlELD(l):
We are conducting research on the use of institutional mission statements. Because the
national accrediting bodies are requiring institutions to have updated mission statements
as a part of their self-studies, we are interested in finding out how mission statements are
actually used in decision making at the top administrative level.
FIELD(3) is part of a small sample of universities in the upper mid-west chosen to
participate in this research. Because the sample size is small, your response is extremely
important to us. Also, because this research is concerned with administrative decision
making, it is important that you personally participate rather than a member of your staff.
The survey instrument enclosed should take ten minutes or less of your time to complete.
Your response to the survey will remain confidential. Although the surveys have been
coded for identification purposes, this coding is for our use only to ensure that you do not
receive follow-up mailings. Your name and your institution will not be associated with
your responses.
The results of this research should prove useful to administrators, governing boards and
accrediting bodies. You will note on the survey instrument that you may request the
results of this research. We hope to have the results analyzed by spring 1997.
Please do not hesitate to contact Ms. Vamson at (701) 777-3567 if you have any
questions concerning this research.
Thank you very much for your assistance.
Sincerely yours,

Stacie Vamson
Principal Investigator

Dr. Dan Rice, Associate Professor
Educational Leadership
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October 9, 1996

FDELD(l)
FTELD(2)
Three weeks ago, a survey about the use of mission statements in administrative decision
making was sent to you. FBEUD(3) is a part of a small sample of universities chosen to
participate in this research.
If you have already completed and returned it to us, please accept our sincere thanks. If
not, we ask that you do so as soon as possible. Because the sample size is not large, it is
extremely important that your response be included in the study. As indicated in the
original letter accompanying the survey, it is important that you personally respond to the
survey, rather than a member of your staff.
A second copy of the survey has been enclosed for your convenience. It should take less
than ten minutes of your time to complete. Please return it in the envelope provided. If
you would like to receive the results of this research, you may indicate that on the survey.
Thank you very much for your assistance.

Sincerely yours,

Stacie Vamson
Principal Investigator
Leadership

Dr. Dan Rice, Associate Professor
Department of Educational
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September 16, 1996

FEELD(l)
HELD(2)
We are conducting research on the use of institutional mission statements. Because the
national accrediting bodies are requiring institutions to have updated mission statements as
a part of their self-studies, we are interested in finding out how mission statements are
actually used in decision making at the governing board level.
FDELD(3) is part of a small sample of higher education governing boards in the upper mid
west chosen to participate in this research. Because the sample size is small, your response
is extremely important to us. Also, because this research is concerned with administrative
decision making, .it is important that you personally participate rather than a member of the
board office staff. The survey instrument enclosed should take ten minutes or less of your
time to complete. We would appreciate it if you would return the completed survey in the
envelope provided by October 18.
Your response to the survey wiil remain confidential. Although the surveys have been coded
for identification purposes, this coding is for our use only to ensure that you do not receive
follow-up mailings. Your name and your board affiliation will not be associated with your
responses.
The results of this research should prove useful to administrators, governing boards and
accrediting bodies. You will note on the survey instrument that you may request the results
of this research. We hope to have the results analyzed by spring 1997.
Please do not hesitate to contact Ms. Vamson at (701) 777-3567 or (800) 258-1525 if you
have any questions concerning this research.
Thank you very much for your assistance.
Sincerely yours,

Stacie Vamson
Principal Investigator

Dr. Dan Rice, Associate Professor
Department of Educational Leadership
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November 4, 1996

HELD(l)
HELD(2)
Several weeks ago, a survey about the use of mission statements in administrative decision
making was sent to you. FIELD(3) is a part of a small sample of higher education boards
chosen to participate in this research.
If you have already completed and returned it to us, please accept our sincere thanks. If not,
we ask that you do so as soon as possible. Because the sample size is not large, it is
extremely important that your response be included in the study. As indicated in the original
letter accompanying the survey, it is important that you personally respond to the survey,
rather than a member of your staff.
A second copy of the survey has been enclosed for your convenience. It should take less than
ten minutes of your time to complete. Please return it in the envelope provided. If you
would like to receive the results of this research, you may indicate that on the survey.
Thank you very much for your assistance.

Sincerely yours,

Stacie Vamson
Principal Investigator

Dr. Dan Rice, Associate Professor
Department of Educational Leadership

APPENDIX II

MISSION STATEMENTS SURVEY - ADMINISTRATOR

Please indicate the choice that most closely describes you and your position:
1.

Position held:
_____ president
_____ chief academic officer
_____ chief student affairs officer
_____ chief fiscal affairs officer

2.

How long have you been in your current position? _____________________________________

3.

How long have you been at your current institution? ____________________________________

4.

Where is your institutional mission statement published? (indicate all that apply).
_____ college catalog
_____ faculty manual
_____ administrative manual
_____ governing board documents
_____ other ___________________________________________________________________

5.

How familiar are you with the content of your current mission statement?
_____ Very familiar. I could reconstruct most of it from memory.
_____ Fairly familiar. I know the gist of it.
_____ Not too familiar. I could probably find it, but I'm not sure what it says.
_____ Not familiar at all. I have no idea what it says.

6.

How often do you consult your mission statement when making decisions?
_____ Less than 10% of the time
_____ 10% to 25% of the time
_____ 25% to 50% of the time
____ 50% to 75% of the time

j

_____ More than 75% of the time

..
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Please indicate the usefulness of your institutional mission statement (5 - very useful; 1 - not useful) when
making decisions concerning each of the following.

Ifyou do not make decisions concerning some of the items, please indicate N/A (not applicable).

Very useful

Not useful

1.

Funding programs for minority students

5

4

3

2

1

N/A

2.

Allocating funding for library services

5

4

3

2

1

N/A

3.

Adding new academic programs or cutting existing programs

5

4

3

2

1

N/A

4.

Recruiting new faculty/staff

5

4

3

2

I

N/A

5.

Devising a student recruitment strategy

5

4

3

2

1

N/A

6.

Providing services beyond legal requirements for disabled students

5

4

3

2

1

N/A

7.

Allocating funding for raises

5

4

3

2

1

N/A

8.

Adding remedial programs/courses

5

4

3

2

1

N/A

9.

Promoting faculty members

5

4

3

2

1

N/A

10. Designing public relations materials, e.g., catalogs, application
materials, program brochures

5

4

3

2

1

N/A

11. Increasing student health services

5

4

3

2

1

N/A

12. Privatizing auxiliary services, such as food service

5

4

3

2

1

N/A

13. Retaining remedial programs or courses

5

4

3

2

1

N/A

14. Granting tenure to faculty members

5

4

3

2

1

N/A

15. Lobbying state legislators for additional funding

5

4

3

2

1

N/A

16. Devising a student retention strategy

5

4

3

2

1

N/A

17. Cutting auxiliary services, e.g., a university press

5

4

3

2

1

N/A

18. Denying proposed new academic programs

5

4

3

2

1

N/A

19. Evaluating staff members, other administrators

5

4

3

2

1

N/A

20. Expanding extension services, continuing education offerings,
or distance learning programs

5

4

3

2

1

N/A
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Very useful

Not useful

21. Expanding student counseling services, e.g., adding a program
on alcohol awareness

5

4

3

2

1

N/A

22. Branching into other endeavors such as a technology park

5

4

3

2

1

N/A

23. Changing the general education requirements

5

4

3

2

1

N/A

24. Creating a faculty retention program

5

4

3

2

1

N/A

25. Launching a capital funds drive

5

4

3

2

1

N/A
I

i
Comments:

i
I

i

|

i
i
i
.j
I am willing to be interviewed regarding the results of this survey and about mission statements in general*.
_____ Yes

_____ No

I would like to receiv* tn* results of this research,
_____ Yes

_____ No

‘ Interview s w ill be conducted by telephone at your convenience.

MISSION STATEMENTS SURVEY

STATE BOARD MEMBER

Please write in the response or indicate the choice that most closely describes you and your position:

4.

When did you begin your service on the state higher education governing board?

2.

How many colleges and universities are under your board’s jurisdiction?

3.

Where are your institutional mission statements published? (indicate all that apply).
_____ college catalog
_____ faculty manual
_____ administrative manual

i
!

_____ governing board documents
_____ o t h e r ___________________________________________________________________
5.

How familiar are you with the content of your institutions’ mission statements?

I
i
i
j

_____ Very familiar. I could reconstruct most of them from memory.
_____ Fairly familiar. I know the gist of them.
_____ Not too familiar. I could probably find them, but I'm not sure what they say.
_____ Not familiar at all. I have no idea what they say.

6.

How often do you consult each institution’s mission statement when making decisions concerning that
institution?
_____ Less than 10% of the time
_____ 10% to 25% of the time
_____ 25% to 50% of the time
_____ 50% to 75% of the time
_____ More than 75% of the time

«t
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Please indicate the usefulness of your institutional mission statement (5 - very useful; 1 - not useful) when
making decisions concerning each of the following.

Ifyou do not make decisions concerning some ofthe items, please indicate N/A (not applicable).
Very useful

Not useful

1.

Funding programs for minority students

5

4

3

2

I

N/A

2.

Allocating funding for library services

5

4

3

2

1

N/A

3.

Adding new academic programs or cutting existing programs

5

4

3

2

1

N/A

4.

Recruiting new faculty/staff

5

4

3

2

1

N/A

5.

Devising a student recruitment strategy

5

4

3

2

1

N/A

6.

Providing services beyond legal requirements for disabled students

5

4

3

2

1

N/A

7.

Allocating funding for raises

5

4

3

2

I

N/A

8.

Adding remedial programs/courses

5

4

3

2

1

N/A

9.

Promoting faculty members

5

4

3

2

1

N/A

10. Designing public relations materials, e.g., catalogs, application
materials, program brochures

5

4

3

2

1

N/A

11. Increasing student health services

c

4

3

2

1

N/A

12. Privatizing auxiliary services, such as food service

5

4

3

2

1

N. '

13. Retaining remedial programs or courses

5

4

3

2

1

N/A

14. Granting tenure to faculty members

5

4

3

2

1

N/A

15. Lobbying state legislators for additional funding

5

4

3

2

1

N/A

16. Devising a student retention strategy

5

4

3

2

1

N/A

17. Cutting auxiliary services, e.g., a university press

5

4

3

2

1

N/A

18. Denying proposed new academic programs

5

4

3

2

1

N/A

19. Evaluating staff members, other administrators

5

4

3

2

1

N/A

20. Expanding extension services, continuing education offerings,
or distance learning programs

5

4

3

2

1

N/A

21. Expanding student counseling services, e.g., adding a program
on alcohol awareness

5

4

3

2

1

N/A

;
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Very useful

Not useful

22. Branching into other endeavors such as a technology park

5

4

3

2

1

N/A

23. Changing the general education requirements

5

4

3

2

1

N/A

24. Creating a faculty retention program

5

4

3

2

1

N/A

25. Launching a capital funds drive

5

4

3

2

1

N/A

Comments:

I am willing to be interviewed regarding the results of this survey and about mission statements in general*.
_____ Yes

_____ No

I would like to receive the results of this research.
_____Yes

_____ No

‘ Interview s w ill be conducted by telephone at yo u r convenience.

'I
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APPENDIX III - INTERVIEW QUESTIONS
Administrator Interviews
1.

Most institutions of higher education are required byaccrediting agencies or others to have mission
statements.

Do you think higher education institutions

should have mission statements?

Do you think your

institution would have one if it weren't required?
2.

What sorts of adjectives or phrases would you use to
describe your mission statement?

3.

How recently was your mission statement revised?

What

was your involvement, if any, in the most recent
revision?
4.

What prompted the revision?

To what extent do you think your mission statement
aligns with your personal vision of your campus?

with

your personal philosophy of higher education?
5.

If you could change anything about your mission
statement, what would it be?

6.

Some of the literature would seem to indicate that the
process used to craft the mission statement is actually
more valuable than the final product.

Others believe

that the final product is really more valuable.

What

is your opinion?
7.

What do you think really drives decision making - your
mission statement or your budget?
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8.

Some of the literature argues that mission statements
that are too clear and concise actually "box"
administrators in, leaving them unable to take
advantage of certain opportunities.
with that position?

Would you agree

Has your institution lost

opportunities because they weren't "within your
mission?"
9.

To what extent do you think your governing board
upholds and supports your institution's mission?

State Governing Board Member Interviews

1

Most institutions of higher education are required by
some outside agency, such as an accrediting body, to
have a mission statement.

Do you think mission

statements are necessary in higher education?

Does

your board require your institutions to have them?
2.

Does your board determine the missions of each of your
institutions, or do the institutions determine their
mission, or does some other body (legislature, or
constitution, etc.)?

3.

Can you describe the relationship between the strategic
plans for your system of higher education and the
mission statements of each of your institutions?
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Do you think your institutional mission statements are
too restrictive or too vague or too general to be
useful in decision making?
What would you change about any of your institutional
mission statements if you could?
Could you describe the relationship between missions
and budget?
Can you give an example of a decision that was based on
mission statements?
Do you think your institutional administrations uphold
and support the mission of your system?

APPENDIX IV - CONTENT ANALYSIS CHECK SHEET
ELEMENT
1.

Target clientele; that is, student population at
which programs are aimed, or type of student
desired at the institution. Dees this mission
statement contain a direct reference to this
element?

2.

Products and services offered as they relate
to teaching, research and service. Does this
mission statement define the types of programs
and other services offered by the institution?

3.

Geographic domain served by the institution.
Does this mission statement contain a direct
reference to the locale served by the institution,
and is there a priority listed within the
statement in terms of local, regional, global?

4.

Commitment to growth and development. Does
this mission statement contain a direct reference
to the institution's desire to grow and develop
over time?

5.

Institutional philosophies and beliefs. Does
this mission statement contain direct references
to the institution's values, beliefs and/or
philosophy of higher learning?

6.

Institutional self-concept. Does this mission
statement include reference to how the
institution views itself?

7.

Institutional public image and reputation. Does
this mission statement contain direct reference
to these elements?

8.

Technologies used to meet institutional goals.
Does this mission statement contain reference to
specific technologies used by the institution
to meet its mission?

PRESENT

ABSENT
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APPENDIX V - MISSION STATEMENTS1
UNIVERSITY OF MONTANA-MISSOULA
ROLE AND SCOPE STATEMENT
Since receiving its charter in 1895, the University of
Montana-Missoula has evolved into a comprehensive, doctoral
level university with a home campus at Missoula, residence
centers in numerous locations, and broad responsibilities
statewide for on-site and technological delivery of academic
programs and services.

As a major public, university, The

University of Montana-Missoula generates new knowledge
through research and creative activities, transmits that
knowledge through its instructional programs, and commits
its academic resources to the public good through a variety
of service activities, including important contributions to
Montana's economic development.
all these areas.

Excellence is expected in

Admission, at both the undergraduate and

graduate levels, is competitive, under policies endorsed by
the Board of Regents of Higher Education.
The University of Montana-Missoula has been recognized
as the center of liberal education in Montana and will be
supported in its efforts to perpetuate a rich academic
tradition which for decades has constituted a special and
unusual asset to Montana and the Rocky Mountain West, and

'Listed in random order

—

j
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which has given the University its special character within
the Montana University System.

Consistent with both its

heritage and its comprehensive mission, The University of
Montana maintains extensive and diverse academic offerings,
fostering dialogue between professional schools and academic
disciplines, sciences and humanities, theorists and
practitioners.

Equal emphasis is placed on traditional

learning--through a rigorous general education requirement
for all students and through undergraduate and graduate
degree offerings in the humanities and the social,
behavioral, physical and biological sciences--and on
specialized academic and professional career preparation in
the Graduate School and in the schools of Business
Administration, Education, Fine Arts, Forestry, Journalism,
Pharmacy and Allied Health Sciences, and Law.

Through a

variety of faculty and student exchanges, research
partnerships, diverse offerings in language and cultures,
Mansfield center programs, and other special efforts, the
University has established a unique role in international
programming.

This special commitment will continue.
UNIVERSITY OF NORTH DAKOTA

The University of North Dakota serves the state, the country
and the world community through teaching, research, creative
activities, and service.

State-assisted, the University's
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work depends also on Federal, private, and corporate
sources.

With other research universities, the University

shares a distinctive responsibility for the discovery,
development, preservation and dissemination of knowledge.
Through its sponsorship and encouragement of basic and
applied research, scholarship, and creative endeavor, the
University contributes to the public well-being.
The University maintains its legislatively enacted
missions in liberal arts, business, education, law,
medicine, engineering and mines; and has also developed
special missions in nursing, fine arts, aerospace, energy,
human resources and international studies.

It provides a

wide range of challenging academic programs for
undergraduate, professional and graduate students through
the doctoral level.

The University encourages students to

make informed choices, to communicate effectively, to be
intellectually curious and creative, to commit themselves to
lifelong learning and the service of others, and to share
responsibility both for their own communities and for the
world.

The University promotes cultural diversity among its

students, staff and faculty.
In addition to its on-campus instructional and research
programs and its branch campuses, the University of North
Dakota separately and cooperatively provides extensive
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continuing education and public service programs for all
areas of the state and region.
UNIVERSITY OF WYOMING
As the only university established by the state, the
citizens and the University of Wyoming have enjoyed a long,
unique, and beneficial relationship.

To continue this

relationship and to serve the educational, cultural and
economic needs of the state and nation, the mission of the
university is to provide teaching, scholarship, and outreach
programs that compare favorably with programs at the leading
land grant research universities in the nation.

In

addition, to promote development of the whole person, the
university will provide a diverse array of superior
cocurricular activities, including cultural, international,
athletic, and student life programs.
The university will attract qualified students who will
provide future leadership for the state and nation, and it
will be particularly attentive to the needs of Wyoming
students, members of underrepresented groups, and the
gifted.

The university is dedicated to promoting an

environment of excellence and achievement which encourages
the full personal development of those it serves and of
those who serve the university.

To meet this goal, the

university will preserve, interpret, create, and transmit

«
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knowledge in an atmosphere of free inquiry and expression.
This environment, reflecting America's rich multicultural
character at its best, is intended to stimulate growth of
mind and body, inspire the spirit, and promote fulfilling
careers and lifelong contributions to the state and nation.
To help assure programmatic excellence, the university will
attract, develop, and retain outstanding faculty and staff,
provide superior library, laboratory, and computer
facilities, and engage in ongoing planning to balance
resources and enrollments.
SOUTH DAKOTA STATE UNIVERSITY
In accepting the provisions of the "Morrill Act" of
Congress (1862), the state of South Dakota pledged itself to
carry out the purposes of the Land Grant College Act:

to

endow, support and maintain one university where a major
emphasis is teaching "agricultural and mechanic arts",
including "scientific and classical studies" in order to
promote a liberal and practical education in the "several
pursuits and professions in life".
Within the spirit of the"Morrill Act" and the early
legislative acts of South Dakota, the purposes of SDSU are
to develop, maintain, and encourage:
1.

Learning in the fields of agriculture;

engineering; home economics; liberal arts; pharmacy;
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nursing; teacher and counselor education; basic physical,
biological, and social sciences; humanities and fine arts at
both undergraduate and graduate levels.
2.

Research and scholarship in agriculture;

engineering; home economics; liberal arts; nursing;
pharmacy; teacher and counselor education; basic physical,
biological and social sciences; humanities and fine arts at
both the undergraduate and graduate levels.
3.

Extension/outreach programs in Agriculture,

engineering, home economics, liberal arts, nursing,
pharmacy, teacher and counselor education, basic physical,
biological and social sciences; humanities and fine arts for
adults and youth in South Dakota.
4.

Citizenship training and general learning

essential for understanding and appreciating the American
way of life and its relationship to the world community.
5.

Student self-development in leadership, social,

intellectual, recreational, interpersonal, ethical and
spiritual attributes.
6.

Student self-development in international and

intercultural understanding consistent with the continually
increasing cultural, economic and political interdependence
of the modern world.
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7.

Vocational learning and training in selected

areas.
8.

Collection, preservation, display and study of

artistic, artifactual and documentary materials which are
the cultural base for all future programs.
9.

Service for the welfare of South Dakota, the

region and the nation.
NORTH DAKOTA STATE UNIVERSITY
North Dakota State University affirms its heritage as
the land-grant institution of North Dakota.

NDSU provides

instruction, research and public service through its
colleges, experiment station and extension service.

The

people of North Dakota, the region, the nation and the
international community are educated and served by the
discovery, communication, application and preservation of
knowledge.

The personal growth of individuals is fostered

by creating an environment which nurtures intellectual,
social and cultural development.

Academic and professional

programs are offered which lead to baccalaureate through the
doctorate degrees.

NDSU assumes a coordinating role in the

North Dakota University System for academic computing and
economic development.

The University provides information

systems necessary to accomplish its mission.

Mission values
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include people, scholarship, the idea of a university and
the land-grant ideal.
PEOPLE
NDSU derives its strength from the vitality and industry of
the people of North Dakota

Individuals are treated with

respect; the welfare of students, faculty and staff is
important; and the contributions of diverse cultures are
recognized.
SCHOLARSHIP
At NDSU scholarship is acknowledged and pursued in all of
its forms including discovery, teaching, integration and
application.
THE IDEA OF A UNIVERSITY
AT NDSU an environment of ideas and excellence is
established where academic freedom is protected; where
collegiality is practiced; and where regional, national and
international concerns are addressed.
THE LAND-GRANT IDEAL
NDSU promotes liberal and professional education.

NDSU

is accessible, responsive and accountable to the people of
the State, fosters their economic prosperity and contributes
to their overall quality of life.
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OVERALL VISION
We envision a university that leads and encourages
scientific development and technology transfer; interactive
information systems; economic development; and lifelong
learning--with human, physical, and financial resources
appropriate to its educational mission.
We envision a university that seeks quality by
empowering individuals to participate in decisions and by
encouraging them to cooperate for the common good.
We envision a university where people of all cultures
and nations feel welcome and can participate fully in
i

university life.
IDAHO STATE UNIVERSITY

i
Idaho State University is a broad-based regional public
university, providing a broad range of educational services
to a culturally diverse population of students and to the
state.

The university is Idaho's center for education in

the health professions.

Idaho State University offers a

wide array of academic programs in the health profession and
supporting sciences and educator preparation (its areas of
primary emphasis); in business and engineering (its areas of
continuing emphasis); and in the liberal arts.

It is

committed to maintaining a strong liberal arts program as
the basis of other academic disciplines and as an
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independent, multifaceted field of inquiry.

The university

offers graduate programs in a number of fields and is a
national center for the Doctor of Arts degree.

Its School

of Applied Technology provides high-quality education and
training in response to the needs of students and private
industry.

Idaho State University is dedicated to excellence

in teaching.

The university engages in sustained and

significant research as an essential component of its
academic and public service programs.

It views public

service as an integral part of its mission.

Idaho State

University is committed to providing accessible, high
quality education to the diverse citizenry of its region and
state, and delivers comprehensive and creative outreach
programs using the latest available technology.

The

university offers a range of academic and support services
to help all students succeed.

It encourages student and

public participation in its cultural, recreational and
athletic programs, and welcomes the continuing involvement
of alumni and other friends in its endeavors.
UNIVERSITY OF IDAHO
The highest aspiration of a university is to imbue the human
mind with knowledge, tolerance, and vision, and to stimulate
a lasting attitude of inquiry.

The University of Idaho

shares this aspiration with universities everywhere.

The

«W*V
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particular purpose, functions and objectives of the
university have been defined as follows:
Purpose:

In the widest sense, the purpose of the University

of Idaho, a publicly supported comprehensive land-grant
institution, is to serve the people of the state and nation
as a major center for the preservation, advancement and
transmission of knowledge.

Deriving from this purpose are

the functions to be performed and the objectives to be
achieved through the interaction of the various components
and publics of the university.
Basic Functions and Objectives:

Since its founding, the

functions of the university have been viewed as threefold-teaching, research, and service.

The broad objectives

relating to these functions are, respectively:
(1)

To offer undergraduate and graduate academic programs

of excellent quality in the liberal arts and sciences and in
many professional disciplines so that qualified students may
develop into responsible, thinking citizens, provided with a
sound general education, prepared for a lifetime of
learning, and equipped with the professional and technical
skills needed by society.
(2)

To add to knowledge through research, scholarship, and

creative activities in both fundamental and applied fields,
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and to seek ways of applying that knowledge to the
betterment and enrichment of humanity.
(3)

To make readily available to all people of the state

the results of research and the rich heritage of human
culture embodied in the arts and sciences.
Unique Function of the University.

As a part of the

coordinated system of higher education that encompasses the
state universities and college and the public community
colleges, the University of Idaho has historically had
certain unique functions.

Specifically the university

serves the state as:
(1)

Its comprehensive land-grant institution, with primary

statewide responsibility for instruction, research,
extension, and public service in agriculture, architecture,
engineering, forestry and wildlife, law, mining and
metallurgy, and in designated areas in the arts and
sciences, business and education.
(2)

The institution with principal responsibility for

research, research-oriented graduate education, and the
granting of the Ph.D. degree.

As a concomitant of this

responsibility, U I 's faculty members conduct research as a
clearly defined element of their professional duties.
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(3)

The institution responsible for the state's role as

partner in regional cooperative programs in medical and
veterinary medical education.
(4)

A center for professional education, operating

accredited professional programs in architecture, chemistry,
education, engineering, forestry, family and consumer
sciences, law, music, and wildlife, fishery, and range
sciences, and also offering comprehensive programs in the
preparation of public school teachers, administrators, and
counselors.
UNIVERSITY OF SOUTH DAKOTA
The University of South Dakota is the comprehensive
university within the South Dakota System of Higher
Education.

j

The university's mission is to provide graduate

and undergraduate programs in the liberal arts and sciences
and in professional education; to promote excellence in
teaching and learning; to support research, scholarly and
creative activities; and to provide service to the State of
South Dakota and the region.
Purpose;

In keeping with objectives mandated by SDCL 13-57-

1, the University of South Dakota meets the needs of the
state and region by providing undergraduate and graduate
programs in the liberal arts and sciences, business,
education, fine arts, law, and medicine.
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Degrees are authorized at the associate, baccalaureate,
masters, education specialist, and doctoral levels.
The following curriculum is approved for the university:
A.

Undergraduate Programs
Baccalaureate programs in the arts and sciences, fine

arts, education, business, and medicine (medical
technology).
B.

Graduate Programs
Masters degrees in accounting, administrative studies,

anatomy and structural biology, applied music, the arts
(including fine arts), biochemistry and molecular biology,
biology, business administration, chemistry, communication
disorders, computer science, economics, educational
administration, counseling of psychology in education,
elementary education, engineering management, English,
health, physical education and recreation, history, history
of musical instruments, management information systems, mass
communication, mathematics, microbiology, music literature,
music education, natural sciences, occupational therapy,
physical therapy, physiology/pharmacology, political
science, psychology, public administration, secondary
education, interdisciplinary studies, sociology, special
education, speech communication; specialist degree in
education; Juris Doctor degree; doctor of medicine degree;
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and doctoral degrees in psychology, English, education,
basic medical sciences (biochemistry and molecular biology,
physiology/pharmacology, anatomy and structural biology, and
microbiology), and a joint doctoral program in biological
sciences with South Dakota State University.
Professional programs in law, medicine, business, fine arts,
education (including elementary, secondary, and college
teaching, counselor education, special education, and school
administration); associate degree programs in nursing and
dental hygiene; baccalaureate programs in dental hygiene,
and medical technology; and master's programs in
occupational and physical therapy.
C.

Scholarship

The university promotes research and scholarly and creative
activities that reflect the interests and abilities of its
faculty and that contribute to the knowledge and resources
of the state and the region, and the disciplines represented
by its programs.
The university maintains a fundamental commitment to
excellence in teaching and learning, and considers ongoing
research and scholarly and creative activities essential to
both faculty development and an enriched learning
environment.

‘
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D.

Public Service

The university offers public service to the state and region
consistent with the approved programmatic authorization
listed below.
The following approved centers and organizational units
provide service to the state:

Black Hills Fine Arts Center;

Business Research Bureau; Business Opportunity Center;
Center for Developmentally Disabled; Child Development
Research Laboratories; Child Welfare Training Institute;
Educational Research and Service Center; Governmental
Research Bureau; Institute for Study of Rural Banking and
Financial Markets; Institute of American Indian Studies;
International Studies Center; Psychological Services Center;
Shrine to Music Museum and Center for Study of History of
Musical Instruments; Social Science Research Institute;
South Dakota Center for Law and Civic Education; South
Dakota Council on Economic Education; South Dakota Fine Arts
Resource Center; South Dakota Psychiatric Services Research
Institute; South Dakota Law Review; South Dakota Review;
Speech and Hearing Clinic; State-Wide Educational Services
Telecommunications Center; University Art Galleries; USD
Archeology Laboratory; University of South Dakota Press;
West River Graduate Center.
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E.

Continuing Education

The university provides opportunities for continuing
education and outreach education throughout the state and
the region.

State-Wide Educational Services, the authorized

center for such services, offers the following programs:
Independent Study; Interactive Telecommunications Courses;
Program and Courses at the Sioux Falls Center for Public
Higher Education; University Telecourses; Video
Teleconferences; Off-Campus Classes; Conferences,
Institutes, and Alumni Education.
In addition, the university offers workshops and
institutes both on- and off-campus to professionals
throughout the state.
F.

Off-Campus Delivery

The university furnishes outreach educational and cultural
programs, consulting, and applied research, and provides
clinical services for both campus and off-campus
communities.
In addition to those services and programs listed
above, the university fulfills its responsibility to provide
educational opportunities to citizens throughout the state
by means of the Rural Development Telecommunications Network
and other technologies.
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Recognizing its responsibility to preserve and transmit
our cultural heritage, the university promotes awareness of
cultural diversity.

Through teaching, research, and service

activities, it fosters an appreciation of the contributions
and the culture of the American Indian population.

It seeks

to enhance international awareness within the university and
the communities it serves.
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